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ABSTRACT
SOCIAL COGNTIVE DEVELOPMENT AND TRANSFORMATIONAL
LEADERSHIP: A CASE STUDY
FEBRUARY 1997
PHYLLIS BENAY, B.A., BROOKLYN COLLEGE
M.A., NEW YORK UNIVERSITY
M.S., UNIVERSITY OF SOUTHERN MAINE
Ed.D., UNIVERSITY OF MASSACHUSETTS AMHERST
Directed by: Professor Gerald Weinstein

Each year, corporate America spends millions

of dollars on leadership

training programs in an attempt to create more effective managers, but many
specialists in this field have speculated that much of this effort is wasted. In the past
ten years, a small group of researchers have been approaching this issue from a
different perspective; they are looking at how leaders think and create meaning in
their roles.

The purpose of this study is to contribute to that growing body of

research by:
a) exploring the connections between concepts of transformational
and transactional leadership models as defined by James MacGregor
Burns and Bernard Bass, double-loop learning, a managerial model, as
defined by Chris Argyris, and social cognitive development as defined
and measured by Robert Kegan and Lawrence Kohlberg;
b) investigating how workers experience a range of leadership models

vi

Eight leaders in a mid-sized, natural

food distribution

company

comprised the primary research sample; eighteen employees also participated
in

the

study via

informal

interviews.

The

Multifactor

Leadership

Questionnaire was used to determine the range of transformational abilities
and in addition, each leader was assessed using two social cognitive tools:
Robert Kegan's subject-object interview and the Defining Issues Test created
by James Rest to assess moral reasoning abilities. Workers were interviewed
to see how they experienced their environment and themes were culled from
their responses.
The results of the study suggested a relationship between the cognitive
developmental level of the leaders as measured by Robert Kegan's stages and
their transformational leadership abilities.

Four out of five leaders used

transformational skills with a fairly high degree of frequency.

Worker

interviews seemed to reflect a substantial degree of satisfaction with the
organization. Four themes were extrapolated from the employee interviews:
company as community/family, lack of hierarchy, informal atmosphere, and
freedom to voice opposition.
The implication of the study suggests that the ability to practice
transformational leadership is strongly connected to an individual's social
cognitive complexity and when this kind of leadership is practiced, the
employees reported positive effects.
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CHAPTER 1

INTRODUCTION AND STATEMENT OF PROBLEM

Leadership: A Function of Stage or Style?

Chris Argyris, who has studied organizational change for the past forty
years, recently stated:
Any company that aspires to succeed in the tougher business
environment of the 1990's must first resolve a basic dilemma:
success in the marketplace increasingly depends on learning, yet
most people don't know how to learn. What's more, those
members of the organization that many assume to be the best at
learning are, in fact, not very good at it. I am talking about the
well-educated, high-powered, high commitment professionals
who occupy key leadership positions in the modern corporation
(1990).
Researchers from all sub-divisions of the business world, as well as the
psychological community,

have studied this dilemma and have postulated

models and paradigms designed to assist leaders in their efforts to behave
better, develop more effective institutions, and manage more efficiently
(Fiedler, 1964; Lewin, 1939; Stogdill, 1948; Vroom & Yetton, 1973). Yet, despite
voluminous effort and prodigious research, it appears that what Fred Fiedler
tentatively concluded in the sixties—that leaders do not seem to adapt their
fundamental style of management to the situation but rather perpetuate the
style they are most comfortable

with

confirmed by the literature of the 90's.
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(1972)—seems

to be increasingly

More often then not, training

programs do not effect the desired and highly anticipated change they were
intended for (Torbert, 1987) and Argyris' managerial model of double-loop
learning—a model which asks leaders to question the origin of a problem
before seeking a solution—seems as difficult to achieve as it ever was
(Argyris, 1956,1957,1990).
Faced with what appears to be a conundrum of significant proportion
to the continued growth and survival of not only the corporate world, but of
all organizations in need of effective leadership, a growing number of
researchers from diverse fields have turned to the relatively new area of
constructive

developmental

theory as a way of explaining

some

key

management questions. In the past ten years, there seems to be a gradual shift
from examining the behavior or style of a leader to searching for the

underlying meaning that a specific style reflects. Martin Chemers, a leading
researcher in the field of leadership effectiveness, began to recognize the need
to probe more deeply into questions of substance—why a leader chooses to
function in a particular way—rather than questions of style:

A major gap in most current leadership theories is the lack of
attention to the leaders and followers as people. We focus on
behavior or decision style with very little understanding of the
values, needs, and motives which give rise to the observed
behaviors. It is assumed that any leader can engage in any
behavior, and that leaders and followers can easily identify the
correct or ideal set of behaviors in a situation.
When the
possibility arises, as it has recently, that our observation of
behavior may be flawed, we are left with nowhere to turn
(Chemers, 1984).
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A review of more recent literature in organizational development
reflects a growing need to fill this theoretical gap by wedding cognitive
developmental psychology to leadership theory because the 'business' of
constructive-developmental

psychology is so fundamentally

individuals make internal meaning of their world.
learning—whether

it

be

Weick's

complicated

about how

If deep, conceptual

understanding

(1979),

Bartunek's third order change (1987) or Argyris' double-loop learning (1956,
1957, 1976)—depends on an ultimate

restructuring

of experience,

then

constructivism may offer a map with cognitive guide-posts for the study of
leadership.

If, as Argyris suggests, "double-loop learning is not simply a

function of how people feel," but rather a "reflection of how they think—that
is, the cognitive rules or reasoning they use to design and implement their
actions,"

then

the

offspring

of such

a

merger

may

have

powerful

ramifications for the future direction of leadership study.

The Wedding of Constructivism & Leadership Theory

The

initial

constructivism

and

research

that

leadership

has

theory

emerged
appears

from
to

the

indicate

union
a

of

possible

relationship between the higher stages of development and a variety of
factors including:
a) increased consulting competence (Bushe & Gibbs, 1990),
b) more far reaching strategy formulations (Hirsch, 1988),
c) decreased use of coercive tactics with employees (Smith, 1980)
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d) increased ability to synthesize diverse frames of reference, increased
ability to understand and integrate the perspective of others, and
"create new shared meanings" for organizational dilemmas (Fisher
& Torbert, 1991; Fisher, Merron , & Torbert, 1987).
e) increased use of collaborative leadership styles (Fisher, Merron, &
Torbert, 1987; Fisher & Torbert, 1990,1991),
f)

increased personal /professional growth (Kaplan, 1990; Kaplan,
Kofodimos & Drath, 1987; Torbert & Fisher, 1992),

g) increased ability to develop

a different theoretical

orientation

toward leadership paradigms (Weathersby, 1993).

What all this empirical research suggests is that individuals at the
higher stages of development seem to be more capable of attaining Chris
Argyris'

double-looped

learning—that

is,

learning

which

begins

by

questioning the question (1956, 1957, 1976, 1990)—and are critical players in
the continued growth and evolution of the leader and the organization.
(Argyris, 1990, 1991; Drath, Palus, VanVelsor, in progress; Kegan, 1994).

The Transformational Leadership Paradigm

Emerging from an equally exciting, but different stream of thought is
the transactional/transformational leadership model first theorized by James
MacGregor Burns (1978) and then empirically developed by Bernard Bass et al.
(1985).

This

model

suggests a developmental

schemata

of leadership

paradigms; transactional leadership and its primary mode of operation,
reciprocal exchange, comprise one level which may evolve to a higher level
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called transformational

leadership.

Transformational

leadership

has a

profoundly different commitment; rather then a more immediate focus, the
concentration is on the development of the end values of liberty, justice, and
equality (Bums, 1978). Bernard Bass' creation of the Multifactor Leadership
Questionnaire has allowed researchers to understand much more about how
each type of leadership

functions

and,

significantly,

how

populations respond to transactional and transformational
1985).

constituent

leaders (Bass,

In the past decade, research studies have provided significant data;

apparently, transformational leadership is not as uncommon a phenomenon
as might have been thought (Singer & Singer, 1985, 1986, 1990) and, as
speculated by Bass, workers seem to report not only greater satisfaction with
transformational leaders, but increased productivity as well (Bass, 1985; Bass,
Waldman, Avolio, & Bebb, 1987; Bass, 1990).

When the characteristics of

transformational and transactional leaders are clearly reviewed, as they will
be in a later section of this paper, the following question seems to emerge: Do

the defining features of transformational leaders imply or infer a specific
meaning

making

system that is cognitively different from

those

of

transactional leaders?
As will be documented more carefully in the literature review, there is
evidence that certain leadership styles, behaviors, and perspectives may, in
fact, be indicative of specific cognitive levels of development (Torbert, 1987,
1991; Fisher & Torbert, 1991; Fisher, Merron & Torbert, 1987). There is also a
strong suggestion that transformational leadership requires many of the
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defining features evident in more complex thinking (Kuhnert & Lewis, 1987;
Russell & Kuhnert, 1992). However, it appears that more empirical study is
needed to first corroborate, no less understand, the nature of this relationship.
Many questions still remain. It is the goal of this project to extend the already
existing

theory

and

research

that

posits

investigating the relationship between

this

connection

by

further

transformational and transactional

leaders and their developmental levels, and how workers experience the
environments these leaders create.

The following chart is another way of

conceptualizing the nature of the task at hand:

Table 1
Correspondence Between Leadership, Constructive Development,
Management Models, and Workers’ Attitudes
Leadership

Constructive Development

Management Models

Workers’
Attitudes

Burns and Bass

Kohlberg

Kegan

Tolbert

Argyris

Transactional
Leadership

Conventional

Institutional

Achiever

Single
Loop/Model 1

?

Transformational
Leadership

Post
Conventional

Inter-individual

Strategist

Double
Loop/Model II

?

Significance of Study

Michael Maccoby (1981) in his book on corporate leadership states that
it is in the American workplace that our social character is forged.

His

contention is that all other institutions, be they educational or familial.
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respond according to the needs of the marketplace and build their respective
structures around whatever is in highest demand in the world of work (p. 17).
Although this may well be a sweeping assertion that reduces the complexity
of societal change to one maxim, Maccoby's premise is still worthy of
consideration. A timely example of his hypothesis can be seen in the effects
on all aspects of our culture of corporate America's total endorsement of the
computer.

Once business deemed computer literacy an absolute priority,

educational

institutions

quickly

followed

suit;

courses,

skill-building

workshops, and ever-increasing computer centers have become a priority on
every campus in the country and the scramble to remain
technology has risen to the top of educational dialogues.

abreast of

So too, has the

American family adapted to what can be seen as a new criteria for future
employment;

billions

of homes

have

personal

computer

systems and

millions of parents are helping their children to become computer-literate as
early in life as possible.
In some fundamental way then,

it can be said that leaders in

management determine what we will value, and because of their tremendous
influence on our lives, deserve careful attention and research. And yet, what
Burns observed in 1978, seems still true today: "... leadership is one of the
most observed and least understood phenomena on earth" (p. 2).

The

powerful implications of merging the fields of constructive developmental
theory with transformational leadership has already begun; theoretical and
empirical research has laid some of the
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groundwork

for viewing

the

enormity

of the

leadership

role

from

this perspective, but this

very

foundation begs more research. If the hypothesis is supported by the data—
that individuals at higher levels of cognitive development

do seem to be

successful transformational leaders—then organizations may well be moved
to design tools that more efficiently guide them

in

their

selection

of

personnel (Kuhnert & Russell, 1990; Russell & Kuhnert, 1992).
In this way constructive developmental theory might be used to assess
an appropriate match between what an organization is looking for in a leader
and what such an individual is capable of accomplishing.

Perhaps the

mobilization and management of increased energy that transformational
leadership tends to generate (Roberts, 1985) is incongruous with the goals of a
particular company at a particular time
appropriate.

The

and, as such, is

reverse could also be true.

simply

not

More often than not,

organizations and the competitive market in which they exist, demand
constant evolution and leaders are ultimately responsible for motivating
subordinates to meet that demand.

If, as Kegan states, "Any form of

leadership is expressive of some way of knowing," and "every form of
knowing is intrinsically related to a form of valuing" (1984, p. 226), then this
study would be of significance to anyone who is interested in discovering
more about how leaders make sense and come to understand their position
in an organization.
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CHAPTER 2

LITERATURE REVIEW

Conceptual and Theoretical Foundations of this Study

Before examining the empirical data that has emerged from recent
research, it is necessary to clarify the key concepts and theoretical foundations
that tie this study together. Each of the following four concepts will be briefly
reviewed and its respective inclusion in this study explained:

•

Transactional/Transformational Leadership (James MacGregor Burns
and Bernard Bass)

•

Constructivism (Robert Kegan and Lawrence Kohlberg)

•

Model I & II Social Virtues/Single & Double Looped Learning (Chris
Argyris)

•

Managerial Stages of Development (William Torbert)

Transactional & Transformational Leadership
An Overview.
MacGregor

Burns

In 1978, in his now-classic book Leadership. James
differentiated

transactional and transformational.

between

two

types

of

leadership:

Transactional leadership is characterized

by the element of reciprocal exchange; in other words, one individual
contracts for either the services or goods of another, the transaction is
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completed and paid for, and both continue on their separate paths.

Rightly

so. Burns speculates that this type of leadership constitutes the bulk of our
daily transactions. Transformational leadership, motivated by a different and
somewhat more complex set of interactions "seeks to satisfy higher needs and
engages the full person of the follower. The result of transforming leadership
is a relationship of mutual stimulation and elevation that converts followers
into leaders and may convert leaders into moral agents" (p. 4).
Another way of articulating the difference between the two is that good
transactional leaders are usually competent at manipulating modal values or
values of means such as "honesty, responsibility, fairness, the honoring of
commitments," while transformational leaders focus more on end values,
"such as liberty, justice, equality" (p. 426). These categories are not necessarily
mutually exclusive—the best leaders are the ones who incorporate both styles
in the appropriate ways at the appropriate times. However, what does emerge
from

Burns'

transactional

thesis

is

leadership

a

somewhat

and

its

developmental

attendant

skills

transformational leadership at the next; Burns himself
with Maslow's (1954) hierarchy of needs.

at

progression
one

level

with
and

aligned his model

The transactional leader must

attend to the lower level needs of food, shelter, and security, but as those
needs are met there must be a move upward as a collective whole toward the
"higher" values and principles that require a different sort of leadership
mode.
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As we shall see in the empirical review, Bernard Bass' research and
application of Burns' paradigm to management theory corroborates the fact
that transactional leadership can only go so far in motivating subordinates
and that beyond a certain point transformational paradigms are necessary to
"arouse and satisfy higher needs" (Bass, 1985, p. 4). Transactional leadership
is necessary, even exemplary, in the short term, but over time, subordinates
need more from leaders than what is available in a contingent reward model;
subordinates need vision, inspiration, a map of where they are going and
what is possible (Bass, 1985; Bass, Waldman, Avolio, Bebb, 1987; Singer &
Singer, 1990).

Components of Transactional Leadership. Beginning with a pilot study
of 70 male senior industrial executives who were asked to identify
characteristics of leadership, a factor analysis revealed the prominent
components of both transactional and transformational leaders (Bass, 1985).
From this initial pilot and dozens of follow-up studies, Bass created the
Multifactor Leadership Questionnaire which reveals the two dimensions of
transactional

leadership

and

three

components

of

transformational

leadership. The two transactional dimensions and typical items are:

•

Contingent Reward—Description: The leader is seen as
frequently telling subordinates what to do to achieve a
desired reward for their efforts.
Typical Items: "Tells me what to do if I want to be rewarded
for my efforts"; "arranges that I get what I want in exchange
for my efforts."
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•

Management-by-Exception—Description: The leader avoids
giving directions if the old ways are working; the leader
intervenes only if standards are not met.
Typical Items: "Is content to let me continue doing my job in
the same way as before"; shows he/she is a firm believer in 'if
it ain't broken, don't fix it.'"

As

one

can

deduce

from

these

two

dimensions,

transactional

leadership is an agreement founded on clear, direct, contractual foundations
which

are rewarded when

fulfilled

or punished

when

they are

not.

Transactional leaders "are more interested in what will work rather than in
what is true,"(Bass, p. 122) and are more concerned with the efficiency of daily
work transactions than with the ideas that inform those transactions.

In

short, transactional leaders insure the smooth functioning of the status quo,
as defined by the institution (Bass, 1985; Avolio & Bass, 1988).

Components

of

Transformational

Leadership.

Transformational

leadership, on the other hand, seeks to elevate the needs of the subordinates
and a factor analysis of this model yields three very different components:
Charisma, Individualized Consideration, and Intellectual Stimulation.
reviewing the defining characteristics of these

three

components

In
it is

important to keep in mind that they operate simultaneously and integrally in
this model. Each factor is necessary, but not sufficient in and of itself. The
following examples typify the items used to measure

transformational

leadership on the Multifactor Leadership Questionnaire Form (Bass, 1985):
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•

Charisma—Description: The leader instills pride, faith, and
respect, has a gift for seeing what is really important, and has
a sense of mission or vision which is effectively articulated.
Typical Items: "I am ready to trust his/her capacity to
overcome any obstacle"; makes me feel good to be around
him/her."

•

Individualized Consideration—Description: The
leader
delegates projects to stimulate
and create learning
experiences, pays personal attention to followers' needsespecially those who seem neglected--and treats each follower
with respect and as an individual.
Typical Items:
"Gives personal attention to neglected
members"; "gives newcomers a lot of help."

•

Intellectual Stimulation—Description: The leader provides
ideas that result in a rethinking of old ways, and enables
followers to look at problems from many angles and resolve
problems that were at a standstill.
Typical Items: "Enables me to think about old problems in
new ways"; "has forced me to rethink some of my own ideas
which I had never questioned before."

These three components are the defining forces of the successful
transformational leader only insofar as they are fairly well balanced and
working in unison (Bass, 1985). The sometimes overwhelming charismatic
persona alone does not constitute transformational leadership nor does the
highly stimulating environment of the academic because neither example
may necessarily reflect the third critical component of individualized
consideration.

Transformational Leadership In Context. For Burns, transformational
leadership must derive from the needs of the followers and not from the
needs of the leader. He is speaking clearly of change "measured by purpose
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and drawn from collective motives and values" (p. 427). Collective purpose
must be derived from the real needs of the followers based on informed
choice" (Bass, p. 182). According to Burns, the transformational leader must
be guided by Kohlberg's Post-Conventional thinking about human justice,
integrity, and dignity (p. 428). This
transformational

leadership

of

is what distinguishes

Hitler

and

the

leadership of Gandhi. Bass agrees with this premise:
context," he states, "transformational

leadership

real

the pseudo-

transformational

"In the organizational
that is moral

implies

influencing change consistent with ethical principles of one's society and
profession, of articulating and raising consciousness about authentic needs
and inconsistencies and providing subordinates with the opportunity to
understand and make choices" (p. 184).

Summation of Transformational and Transactional Leadership.
fT M?

••

The

At*

chart below, culled from the work of Burns and Bass, helps us see more
clearly the distinguishing features of each kind of leader, but what is not
evident from this is what compels an individual to choose one form of
leadership over another.
explaining this choice.

Constructivism

may very well be a way of

If we carefully study the characteristics below, the

possibility arises that we are looking at are two different cognitive levels of
I

development.
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Table 2
Characteristics of Transactional and Transformational Leaders
Transactional Leaders

Transformational
Leaders
Leadership Objectives

Tend to survey their
subordinates’ needs and set
goals for them on the basis of
the effort they can rationally
expect.

Tend to survey subordinate’s
needs but seek to arouse and
satisfy higher level needs, that
may have remained dormant.
Quality of life is seen as more
significant than profit.

Profit seen as purpose of the
enterprise.

Goal is to assist the individual
and the collective whole.

Goal is to assist the individual
interests of persons.
Leadership Style
Less socially bold, but more
sociable.

More socially independent,
less cooperative and friendly.

More responsive to affiliation
than power.

More politically astute with less
need for interpersonal
approval.

Tend to concentrate on
compromise, intrigue, and
control.

Tend to encourage open
communication, autonomy,
and self-development.
Focus of Attention

Tend to focus on the process
rather than the substantive
issues.

Tend to focus on ideas and
directions of the organization
rather than the processes.

Tend to conform to the
organizational culture rather
than standing up for one’s
convictions.

Strong tendency to stand for
personal values & belief
system.
Tends to change the
organizational culture.

Tend not to question the
goals of the organization.

Constructivism
A

Few

Introductory

Words.

As

postulated

by

constructive

developmental psychology, reality is constantly being filtered and meaning
made through the internal system of the individual.
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Experience, action, and

thought is not as random and unsystematic an event as it might appear.
Surrounding each perception is a fairly sequential, hierarchical, and invariant
system of organizational structures that move in the direction of increasing
differentiation and complexity (Piaget, 1967; Kohlberg, 1976; Kegan, 1982;
Loevinger, 1972). Equipped with these lenses, each of us forges and reforges
our particular brand of reality, giving meaning to the world around us. Thus,
it would seem likely that the way an individual constructs the notion of
leadership would also be crafted from the cognitive level of that individual.
Robert Kegan and Lisa Laskow Lahey begin their article on adult leadership
with this amusing and relevant story about perception,

authority

and

leadership (1984):

Three umpires, so the story goes were discussing their view of
their work. "Some're balls and some're strikes/7 the first umpire
said, "and I calls 'em as I sees 'em." "Some're balls, and some're
strikes," the second one said, " and I calls 'em as they are."
"Well, some're balls, all right," the third umpire said, "and, sure,
some're strikes. But until I calls 'em, they ain't nothin.'". . . The
story doesn't tell us if the umpires' differing views actually
caused them to "lead" differently, but we suspect that it might.
It is precisely this "suspicion" that will be explored in this study and why the
seminal work of Robert Kegan and Lawrence Kohlberg are critical to this
application.

The Work of Robert Kegan. Building on the path-breaking work of
Piaget and Kohlberg, Robert Kegan's specific vocabulary of subject/object
psychology (1982), as well as his

overall
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schemata

of developmental

constructivism, seem to have very direct applications to transformational
leadership and management research (Kuhnert & Lewis, 1987; Kuhnert &
Russell, 1990; Torbert, 1987, 1991; Torbert & Fisher, 1991; Fisher, Merron, &
Torbert, 1987; Drath, 1990; Drath, Palus, VanVelsor
following

table

delineates

the

three

major

in

progress).

developmental

stages

The
of

adulthood:

Table 3
Summary of Kegan Stages
Stage
3: INTERPERSONAL
Embedded in:
mutuality, interpersonal
concordance.

4: INSTITUTIONAL
Embedded in:
personal autonomy, self¬
system identify.

5: INTER-INDIVIDUAL
Embedded in:
interpenetration of systems.

Culture of
embeddedness
Mutually reciprocal one-to-one
relationships. Cultural of
mutuality.

Culture of identity or self¬
authorship (in love or work).
Typically group involvement in
career, admission to public
arena.

Culture of intimacy (in domain
of love and work). Typically:
genuinely adult love
relationship.

Function
Acknowledges and cultures
capacity for collaborative selfsacrifice in mutually attuned
interpersonal relationships.
Orients to internal state,
shared subjective experience,
“feelings,” mood.
Acknowledges and cultures
capacity for independence;
self-definition; assumption of
authority; exercise of personal
enhancement, ambition, or
achievement; “career” rather
than “job,” “life partner” rather
than “helpmate,” etc.
Acknowledges and cultures
capacity for interdependence,
for self-surrender and intimacy,
for interdependent self¬
definition.

(Adapted from Kegan, 1982)

Application of Kegan's Stage Theorv to Leadership Studv. Stage
3/Interpersonal, Stage 4/Institutional, and Stage 5/Interindividual represent
the probable range of developmental levels this study will be focusing on.
One of the hypotheses embedded in this dissertation is that a Stage 3 leader
will not be capable of transformational leadership because the balance of this
%

stage depends so much on maintaining "a plurality of voices/' (Kegan, 1984 ).
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The very nature of this balancing act makes the individual incapable of
stepping outside of competing loyalties, and as Kuhnert & Lewis (1987) have
already speculated, causes the leader to be more intent on pleasing everyone
and maintaining the status quo then risking conflict or confrontation.
very

same

characteristics,

however,

are

what

also

make

These

competent

transactional leaders since a significant component of transactional leadership
depends on keeping the group conflict-free so that the organization can
remain in tact (Burns, 1987; Bass, 1985).
The

Stage

4/Institutional

leader

also

presents

a

challenge

to

transformational leadership since it is possible that "many typical managerial
weaknesses result from limitations of the institutional stage with respect to
managerial tasks" (Drath, p. 488). Stage 4 managers tend to be organized by a
highly self-regulated form of internal meaning making; they have achieved a
sense of balance that is self-authored, capable of autonomous

decision¬

making, and centered around an ideology of the self (Kegan, 1982).

It is

because of these attributes that they often succeed in organizations that place a
premium on assertive, distinctive, highly individualized and autonomous
behaviors (Drath, 1990; Kaplan, 1990; Kaplan, Drath, & Kofodimos, 1985).
What the Stage 4 leader often fails to be capable of however, is the necessary
flexibility to not only hear, but truly pay attention to the voices of others.
Delegating responsibility, permitting other individuals an equal sense of self
and an accompanying arena to explore their own ideologies, admitting
weakness not to mention inviting self-evaluation, is perceived as threatening
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to the carefully cultivated balance of the Stage 4 individual (Kegan, 1982;
Drath, 1990).

The following table best summarizes

the strengths

and

weaknesses of the Institutional Stage leader:

Table 4
Typical Managerial Strengths & Weaknesses Related to the
Institutional Stage of Development
Related Typical
Managerial Strengths
Capacity (limit) of the
institutional stage
Ability to take interpersonal
relationships as object
(difficulty with intimacy)

Internal system of self¬
regulation; internal selfgovernment (the ultimacy of
the self system; no appeal
from the demands of self
government)

Related Typical
Managerial Weaknesses

Forms good working
relationships in
organizations as now
constituted
Comfort with instrumental
relationships
“Head” over “heart” in
decision making

Difficulty confronting or
resolving conflicts

Adds drive and focus to
ambition
Willingness to be held
accountable
Comfortable managing and
working in a hierarchical
system of authority and
accountability_

Difficulty letting up, relaxing,
making judgments about
drive, ambition
Difficulty accepting criticism
Difficulty appreciating and
accepting others

Difficulty with feelings of
affection or affiliation
Difficulty being aware of or
expressing emotion

(Drath, 1990, p. 495)

What the above table indicates, and we shall see supported in some of
the empirical research, is that a Stage 4 leader may have great difficulty
accessing the higher level skills of double-loop learning (Argyris, 1990, 1991)
and second order change (Bartunek, Gordon, & Weathersby, 1983).

This

would imply that transformational leadership might only converge in an
individual moving out of

Stage 4 (Drath, Palus, Van Velsor, work in

progress). It seems evident, and is an assumption of this paper, that Robert
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Kegan's vocabulary and subject/object interview is critical to a more thorough
understanding about the relationship between an individual's

constructive

developmental level and his/her choice of leadership style.

The Work of Lawrence Kohlberg. As we have seen in the preceding
section. Burns' conception of transformational

leadership is intrinsically

connected to moral reasoning; it seems impossible, therefore, to have a
complete discussion about this model of leadership without involving the
work of Lawrence Kohlberg.

In Lawrence Kohlberg's schemata of moral

reasoning the evolving individual moves sequentially from a position
•

that is initially protective of the self
(Pre-Conventional—Level I: Stages 1 & 2),

•

to one that is in the service of the self
(Convention—Level II: Stage 3);

•

from there he postulated that we move to a perspective that is in the
service of the group/community/institution
(Level II: Stage 4),

•

and eventually to a position that is in the service of universal and
ethical principles
(Post-Conventional—Level III: Stages 5 & 6)
(Kohlberg, 1972).
If we overlay Kohlberg's schemata on the transformational leadership

paradigm, it seems

that there

are points

in

common

between

Post-

Conventional thinking and the qualities of transformational leadership. The
transformational leader appears to reflect Kohlbergian Level Three thinking
abilities by:
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•

emphasizing personal development,

•

tending to elevate the needs of subordinates,

•

encouraging independent thinking,

•

overtly and admittedly standing for a belief system,

•

viewing personal interactions from a broad, political arena as
well as from an interpersonal one,

•

and significantly, facilitating change in the organizational
culture rather than conforming to the existing status quo as a
viable option

As was discussed with Kegan's conception, this is a hypothetical
connection that seems to make sense, but requires further empirical data. In
Burns' original formulation of transformational and transactional leadership
models, he recognized the connection between his work and Kohlberg's and
states:

In the progression of both leaders and followers through stages
of needs, values, and morality, leaders find a broadening and
deepening base from which they can reach out to widening
social collectivities to establish and embrace "higher" values and
principles. This broader, more principled kind of leadership—
the kind of leadership that tends to be visible, formal, and
legitimate —is usually expressed at the higher stages of moral
development. (Burns, p. 429)

Kohlberg & the Social Environment.

There is another reason why

Kohlberg's research is crucial to this study and that is because his work had as
much to do with the social environment of moral perspective taking as it had
to do with individual levels of moral reasoning (Kohlberg, 1976; Kohlberg &
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Mayer, 1972; Power, Higgins & Kohlberg, 1989). In the late 1960's, a doctoral
student's dissertation experiment which sought to raise the level of reasoning
in Jewish Sunday School students, redirected Kohlberg's gaze to the social
environment of the educational system which could either foster or inhibit
the development of moral reasoning (Power, Higgins, & Kohlberg, 1989).
Most of his life's work from that point on focused on articulating, refining,
and clarifying the conditions necessary to foster moral development and the
role of the 'teacher' in that process.

In terms of his own development,

Kohlberg's 1969 summer spent at an Israeli kibbutz was pivotal, in that he
found in the role of the Madrich, the leader of the educational groups, the
perfect

balance

between

personal

consideration

and

commitment

to

democracy and the rights of the individual (Power, 1989).
He [the Madrich] is not only a facilitator, but also a representative
of and an advocate for certain value positions that he sees as
crucial to the group's development as a cohesive and morally
concerned social body. Yet he has to take care that the youth see
him as neither a self-interested party nor as the final word, but
rather as a fair broker who can keep the interests of the whole in
mind when the group is itself split by conflicting subgroup
interests (p. 46).

According to Kohlberg, the Madrich (leader) had to be Post-Conventional and
was the key player in setting the moral climate for the entire group. As some
of the empirical data on transformational leadership will indicate, working
toward the end values of liberty, justice, and equality involves creating a
climate of "mutual stimulation and elevation that converts followers into
leaders and may convert leaders into moral agents (Burns, p. 4). It is for these
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reasons—Kohlberg's formulation of moral reasoning stages as well as his
attention to the role of the leader in the creation of an overall climate—that
his research and theories are an invaluable backdrop for this dissertation.

Model I & II Social Virtues and Single and Double Looped Learning
For several decades, Argyris and Schon have been trying to understand
the "self-sealing" environments that so many high-level managers create
(1978,1990, 1991); their work, based on years of consultation and observation
of leaders, has produced a simple vocabulary that provides a managerial lens
for this study which fits well with the language of constructivism

and

transformational leadership.

Single and Double Looped Learning. Single loop learning is an action
based strategy whereby the individual responds immediately to a pressing
problem; double-loop learning, on the other hand,

attempts to search for

alternative solutions and questions the origin of the crisis.

Argyris' own

analogy works well: "A thermostat that automatically turns on the heat
whenever the temperature in a room drops below 68 degrees is a good
example of single-loop learning. A thermostat that could ask, "Why am I set
at 68 degrees?" and then explore whether or not some other temperature
might more economically achieve the goal of heating the room would be
engaging in double-loop learning" (p. 100, 1991). Without specifically using
the language of developmental theory, Argyris recognizes that these ways of
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learning are far more complex then style or situational adaptation; these
styles are, in fact, reflections of "the cognitive rules or reasoning they use to
design and implement their actions. Think of these rules," he suggests, "as a
kind of 'master program' stored in the brain, governing all behavior" (1991).
It is an assumption of this study that Argyris' "master program" may very
well be synonymous with an individual's cognitive ability or level of
development.

Model

I &

Model

II

Social

Virtues.

Most

managers/leaders

demonstrate a wide discrepancy between what Argyris calls their "espoused
theory" and their "theory-in-use" (1976, 1990).

Simply stated, there is a

fundamental difference between what individuals say they will do and how
they actually behave. He believes this is not due to organizational context or
individual hypocrisy, but because of human tendencies to always remain in
control, always avoid

conflict,

and always attempt to win.

Working

intensively with CEO's and their top executive staff, Argyris' goal is the
conversion of fundamental meaning-making systems from Model I, which
he sees as stagnant and closed, to Model II, which
communication

between

individuals

in

ways

ramifications for the entire organization (1990).

can open the lines of
that

have

profound

The process, mediated by

workshops, tapes, and written assignments, forces individuals to examine
and assess their theories-in-use, and teaches them to take risks by learning to
say what they think in the spirit of inquiry and not in the spirit of win-lose

24

mentality.

If we look closely at the juxtaposition of Model I and Model II

Social Virtues, we may see a platform for facilitating cognitive developmental
shifts.

Table 5
Model I and Model II Social Virtues
Model I Social Virtues

Model II Social Virtues

Help and Support
Give approval and praise to
others. Tell others what you
believe will make them feel
good
about
themselves.
Reduce their feelings of hurt
by telling them how much you
care, and, if possible, agree
with them that the others
acted improperly.

Increase the others’ capacity
to confront their own ideas, to
create a window into their
mind, and to face their
unsurfaced
assumptions,
biases, and fears by acting in
these ways toward other
people.
Respect for Others

Defer to other people and do
not confront their reasoning or
actions.

Attribute to people a high
capacity for self-reflection and
self-examination
without
becoming so upset that they
lose their effectiveness and
their
sense
of
self¬
responsibility and
choice.
Keep testing this attribution
opening.
Strength

Advocate your position in
order to win. Hold your own
position in the face of
advocacy. Feeling vulnerable
is a sign of weakness.

Advocate your position and
combine it with inquiry and
self-reflection.
Feeling
vulnerable while encouraging
inquiry is a sign of strength
Honesty
Encourage yourself and other
people to say what they know
yet fear to say. Minimize what
would otherwise be subject to
distortion and cover-up of the
distortion.

Tell other people no lies or tell
others all you think and feel.

Integrity
Stick to your principles,
values, and beliefs.

Advocate your
principles,
values, and beliefs in a way
that invites inquiry into them
and encourages other people
to do the same.

(Argyris, 1990)
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Managerial Stages of Development
The last theoretical construct this research draws on is derived from
the recent work of William

Torbert.

His major contention—that "how

managers act can be explained to a large extent by how they 'make meaning'
of their managerial world" (1987)—pervades the growing body of empirical
research to be reviewed in the next section. For now, it is important to see
how

Torbert

has

adapted

managerial stages of growth.

constructive

developmental

psychology

to

Relying heavily on the work of Lawrence

Kohlberg, Robert Kegan, Jane Loevinger, and his mentor, Chris Argyris,
Torbert's hypothesis is that very few managers ever attain the developmental
level that enables them to gain the necessary skills so essential to the
continued evolution of the organization (Torbert 1987, 1991). We can see in
the following chart a fusion of constructivism, Model I & El Social Virtues,
and, in part, transformational leadership models:
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Table 6
Adult Development Stages
Developmental
Stage
DIPLOMAT

Cognitive Style
Reality = other’s
perceptions, desires

Interpersonal
Style
Conflict Avoidance

Mode of Ethical
Awareness
Right = the Social
norm

TECHNICIAN

Generalized

Assertive, critical

Legalistic perceptions

ACHIEVER

Complex patterns

Team captain,
organizer-director

Internalized standards

STRATEGIST

Integrates
contradictions and
paradoxes

Collaborative Inquiry,
mutual influence

Universal ethical
principles

MAGICIAN

Aware of thought
feeling, action, effects
interplay. Sees time
and events as
symbolic

Public, symbolic
reframing action
combined with inquiry

Responsibility for the
whole

IRONIST

Very wide frame from
existent personal and
outer to transcendent
ideal

Wears a mask to
expose others and
self to new realities

Self as servant to a
broad society

(Fisher & Torbert, 1991)

As will be discussed in the empirical review, Torbert and his affiliates
rely heavily on the Loevinger Sentence Completion Test as a measure of
developmental stage while drawing on the work of Kegan and Kohlberg
(Fisher, Merron, & Torbert 1987; Fisher & Torbert, 1991).

Although this

inconsistency makes the data a bit confusing and some quantum leaps are
made between theories and terms, nevertheless Torbert's work has made
significant inroads in merging the application of constructivism to leadership
and, as such, serves

as an integral

investigation.
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part of the

foundation

for

this

Critical Review of Empirical Research

If the

above

four

concepts

of

constructivism,

transformational

leadership, double looped learning, and managerial stages of development
inform the theoretical rationale for this study, the following discussion of
empirical research provides some of the essential applications of these
theories. Bearing in mind that previous work has not interfaced all of the
above constructs, but has worked with at least two of them at a time, this
review is divided as follows:
•

Cognitive Development & Management

•

Transformational Leadership & Climate

•

Transformational Leadership & Cognitive Development Research

Cognitive Development & Management
As was mentioned earlier, Torbert and his associates relying heavily
on the work of Lawrence Kohlberg, Robert Kegan and Jane Loevinger have
begun to empirically substantiate the relationship between complex thought
systems and effective management. Much of Torbert's work claims that only
with the increased abilities of self-awareness, highly abstract, conceptual
thought, and knowledge of one's own self-system can leaders become capable
of collaborative,

participatory management

(1987a, 1987b, 1991).

29

that transforms

institutions

Torbert's Empirical Research. Several studies speak directly to this and
support a possible relationship between the higher stages of

development

and a variety of factors:
•

The tendency to use second order responses: First order
responses are very similar to Argyris' single loop learning
and second order responses shadow double loop learning. A
positive connection was found between the tendency to use
second order responses and the higher stages of development
as measured by Loevinger's protocol (Fisher, Merron,

&

Torbert, 1987).
•

Collaborative management styles which measure the ability
of a leader

to

refrain

from

direct action

until

more

information is gathered (Fisher, Merron, & Torbert, 1987).
Leaders at higher levels were more collaborative and leaders
at lower levels of development were more unilateral.
•

The way

managers

superior

relate to issues of subordinate and

relationships:

Individuals

at

higher

levels

demonstrate greater capacities to understand the perspectives
of

others,

synthesize

diverse

frames,

incorporate

the

perspectives of others to create "new shared meanings,
leading to the reframing of problems" then leaders at lower
levels of development (Fisher & Torbert, 1991, 1992),
•

The response to self-inquiry groups designed to promote the
exploration of leaders' self-preserving
outlived
positions

their

usefulness

in

Leaders at higher

their

actions that have
present

levels

of

managerial
development

responded more positively and gained more self-knowledge
then leaders at lower levels (Torbert & Fisher, 1992).
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Other Empirical Studies. Several more empirical studies lend support
to the hypothesis that the later stages of development are directly linked with
successful management.

Bushe and Gibbs (1990) explored the connection

between ego development, personality, and the competence of organizational
consultants. 64 subjects from a Fortune 100 company were enlisted to engage
in a 20-day professional consulting skills program that took place over a six
month period. Several instruments were used to determine which, if any,
were significant predictors of good consulting skills: the 77-Item Consulting
Skills

Survey,

the

Myers-Briggs Type Indicator,

and

the

Washington

University Sentence Completion Test which was taken during the first three
days of the program and again at the end of the

six-month

period.

"Although a preference for Intuition as measured by the MBTI was found to
be significantly associated with trainer ratings of consulting competence," the
study's statistical analysis seemed to clearly indicate that an individual's ego
stage was a better predictor of competence as an organizational consultant
than was personality type (p. 353). "We conclude that a certain level of ego
development is necessary to use OD behaviors and techniques competently"
(p. 355).
Hirsch's study of 13 ophthalmologists (1988)

speculates a connection

between ego stage, ascertained by the Loevinger Sentence Completion Test
and semi-structured interviews coded to Torbert's stages of development,
and the strategy formulation employed by these practicing physicians. Those
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who employed and articulated a more technical, concrete, dualistic vision of
their work measured as Technicians (Torbert's Stage 2), while those whose
notions of management were more contextual, creative, incorporative, and
inventive measured at the Strategist Level.

An interesting corollary to this

study was that "a relationship between cognitive-developmental

stage in

strategy formulation and financial performance is strongly implied," (Hirsch,
p. 294); Strategists' incomes were 2 1/2 times as much per year as that of
Technicians.
Smith's much earlier study (1980) of industrial managers found
differences between ego stages and the use of power in 55 managers across
three organizational levels. The lower the developmental level, again using
Loevinger,

the more

coercive

and

neurotic

the

defense

measured by Variant's hierarchy of ego defense mechanisms.

mechanisms,
The managers

at the higher developmental levels used "altruism, anticipation, and humor"
and in so doing managed to avoid any use of coercive tactics with employees
(p.180).
Corbett's elegantly designed study of 16 managers in a correctional
facility clearly points to a correlation between social cognitive developmental
level, this time measured by Kegan's subject-object schemata, and managerial
style (1995).

One of Corbett's conclusions is that managers who scored in

Kegan's Interpersonal Stage were neither involved with Argyris' Model I or
Model II managerial styles; for these leaders, the demands of the workplace
emerged from "a sense of purpose at work derived from social surroundings.
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corporate ideology, or mentors" (p. 134). This, he suggests, requires a third
managerial style which he coins Model X.
A unique cross-cultural investigation of developmental level and
managers' conceptualization of leadership in Sri Lanka, tends to corroborate
the suggestion that a deliberate programmatic intervention—whether it be a
self-inquiry group (Torbert & Fisher), exposure to a more collaborative
methodology (Nielsen), or a structured course (Weathersby, 1993)—can have
a direct effect on facilitating developmental level.
were

enrolled

in

an

organizational

theory

44 Sri Lankan managers
course

focusing

on

transformational leadership, but also were presented with several other
leadership models.

Besides just teaching the material, the course was

"designed to foster an environment that promoted individual and collective
reflection

and,

intervention"

in

that

respect,

was

(Weathersby, 1993, p. 73).

intended

as

a

developmental

Participants were required to

complete an extensive assessment of their strengths and weaknesses as
managers, describe philosophies and models that they aligned with, obtain
feedback from colleagues, superiors and subordinates, and complete the
Loevinger Sentence Completion Test. One of the questions

investigated by

Weathersby was the relationship between ego stage and how an individual
conceptualizes leadership.

The chart below

illustrates the relationship

between higher stages of ego development, more complex and encompassing
world views, and executives' preference for transformational leadership style.
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Table 7
Relationships Between Ego Stage, World View, Leadership Style,
and Use of Power
Ego Stage
Earlier Stages:
self-protective.
conformist

World View
Concreteness.
cognitive simplicity.
stereotyping,
conformity, little
empathy, low
tolerance for diversity
and ambiguity.

Leadership Style
“Autocratic.”
“transactional.” or
“heroic” approaches

Use of Power

Middle stages:
self-aware.
conscientious

Increasing conceptual
complexity, selfevaluated standards &
self-criticism,
awareness of
individual differences,
concern for
communication,
reciprocity, long-term
goals and ideals

“Mixed bag” — all
styles.
Implementation
reflects degree of
personal
development, some
dependency between
intention and effect

Increased use of
expert and referent
power, planning,
humor, altruism,
“making decisions”

Later stages:
individualistic.
autonomous

Cognitively complex.
broad scope, tolerant
of paradox and
ambiguity, respect for
individuality, inter¬
dependence,
complex causation
and communication,
concern with selffulfillment in social
context,
development,
change

“Manager as
developer.”
“transformational”
approaches

Increased use of
collaboration.
productive use of
dissent, “creating
change”

Authoritarian.
coercive, and reward
power, “enforcing the
rules”

Note: Table is based on the work of Bartunek et al. (1983), Loevinger and Wessler (1970), and
Smith (1980)

A Note About Torbert's Work.

With the exception of Bushe and

Gibbs' study, all of the work cited above relies very heavily, if not exclusively,
on Jane Loevinger's Washington Irving Sentence Completion Test as the
exclusive

measure

of developmental

level.

Although

Torbert's work

constantly refers to Robert Kegan and, in fact, Torbert's own stages are based
on subject/object psychology, his methodology
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reflects data obtained by the

Loevinger test. The results of this procedure is some confusion of key terms
and concepts.

Although conceptually analogous in many critical ways that

link developmentalists, Jane Loevinger's levels of ego development may not
equate to Robert Kegan's stages of subject/object relationships. Since studies
such as Weathersby and Hirsch's actually incorporate some of Torbert's data
(see Appendix A) and apply it to transformational leadership, the lines
between different theories and

possible applications becomes less and less

delineated. It may be that, methodologically speaking, we have to back up a
few steps before more assumptions are made about the relationship between
cognitive developmental level and leadership.

Biographical Action Research. Coming from a similar perspective, but
using a very different methodology. Biographical Action
developed

at the

Center

for

Creative

Leadership

in

Research

North

was

Carolina

(Kofodimos, 1990; Drath, 1990; Kaplan, 1990). Utilizing a team of researchers
who spend between 70-80 hours collecting data for each of the executives
studied, the

goal of this extensive

data collection

is

to

"understand

managerial work, behavior, and effectiveness in the context of the people
occupying the role," as well as "to understand why senior executives rarely
sought help to improve their effectiveness" (Kofodimos, 1990).

In other

words. Biographical Action Research attempts to place the behavior of an
individual into as broad a context as possible. Toward that end, not only is
the leader herself interviewed on a variety of topics, but so too are the family
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members, friends, and professional colleagues, both above and below the
executive's standing in the organization.

Paper and pencil surveys are

administered to members of the organization who know the he/she and the
manager is often 'shadowed' by a member of the research team during several
days of interactions at work. In addition, several psychological instruments
are used such as the Myers-Briggs, FIRO-B, and Career Anchors Inventory
((Kaplan, Kofodimos and Drath, 1987). The data collection stage is followed by
intensive

team analysis where underlying themes, contradictions, and

patterns are coded and corroborated so that a feedback report can be prepared.
The last phase of this process involves discussing the report with the
executive, helping him/her digest the material, and developing a plan of
change. Follow-up research is typical of this methodology in order to obtain
data on the outcomes and possible changes that result from this intervention
(Kaplan, 1990).
Being a member of the research team that created this method, is what
led William Drath (see Table 4, p. 19) to his conclusion that Kegan's Stage 4
leaders experience a double-bind in the business world.

After 8 years of

interviewing and observing 39 highly successful executives, he concluded:
"My hypothesis postulates that many important managerial strengths and
weaknesses are related to the capacities created in the Institutional stage. . .the
one I suggest is characteristic of most effective managers.
managerial

weaknesses,

moreover,

result

from

Many typical

limitations

institutional stage with respect to managerial tasks" (Drath, p. 488).
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of

the

In other words, the very nature of our organizations encourage and
foster the Stage 4 leader who in turn, brings with him/her certain embedded
characteristics of a meaning-making system that often precludes access to
higher level skills of double-loop learning and second order change.

With

all the positive reinforcement in the form of increases in rank, status, and
salary, the question arises what would prompt such an individual to change.
"The great risks of giving up a current meaning-making structure that people
in general face are greatly magnified in the careers of managers in large
organizations" (Drath, p. 496).
Biographical Action Research, which is simultaneously

used as a

research methodology and an intervention, has helped to generate some
interesting biographical data targeted at looking for patterns in executive
thinking (Kaplan, Drath, Kofodimos, 1985; Kaplan, 1990).

Kaplan's official

sample of 36 white males and 1 white female from Fortune 500 United States
companies confirms not only that leaders themselves are highly resistant to
self-evaluation, but so are their families and work environments.

"Their

families (of these executives) may also put executives on a pedestal and
thereby dampen their inclination to change as a person.

In such cases the

'holding environment' at work and at home retards development instead of
promoting it" (Kaplan, 1990, p. 467).
What emerges from these biographies based on the aforementioned
data is that, "Executives, who do not see a connection between introspection
and performance, are understandably unwilling to put the time and energy
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that looking inward requires" (Kaplan, Drath, Kofodimos, 1985, p. 22). Self¬
development was never mentioned as a priority for any of the leadermanagers who participated in this study, nor was there any tendency on the
part of those around them to provide a climate that encouraged growth.
Echoing Kegan's concept of a culture of embeddedness (1982), there emerges a
picture of an individual functioning in an environment devoid of personal
conflict, challenge, or criticism.

However, it is particularly significant that

when an executive did systematically engage in a program of change,

the

consequences were felt throughout the organization, as suggested by one
follow-up study that took place two years after the initial feedback session
was complete (Kaplan, 1990).

Researchers asked not only the executive in

question, but 11 co-workers and 6 family members to review the subject's
performance over the past two years and evaluate both

"outer and inner

change." The following findings seem to be poignant statements of change:

•

13 of the 17 individuals interviewed agreed that there had been
outward change in that he was found to be "less critical or
negative, more open-minded, and a better listener." (Kaplan, p.
471)

•

9 out of 17 responses agreed that there was also inner change in
that he was more relaxed and at ease.

•

Much of the co-worker response indicated that the subject had
changed for the better and was more collaborative, less
authoritarian, easier to talk to, and sought diverse opinions
more often than before.

•

15 of the 17 interviewed thought that the change was permanent
and that it represented a step forward.
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•

The subject himself said of the entire process: "I expected that we
would put together a plan (for me) to act different. What I got
hit with was a challenge to be different" (p. 475).

It seems that the methodology used by the Center for Creative
Leadership allows the researcher to view the leader from a diverse range of
perspectives which can only yield a fuller, more complete picture of how that
leader makes meaning of their world and their role. Not only are a variety of
tests used to assess the individual,

but so too is the personal and business

environment, context, and general climate and attitude of personnel included
in the pool of data.

This technique is particularly useful in assessing the

leader's theory-in-use vs. espoused theory (Argyris, 1976, 1990) since it allows
us to see the leader in deed as well as in word. This methodology was very
influential in the design of this study; the intensity of the Biographical Action
Research cannot be easily reproduced by one researcher, but the notion of
incorporating a variety of protocols, interviews, and observations seems to
supply the triangulation which can potentially increase the internal validity
of the study (Merriam, 1988).

Transformational Leadership & Effects on Organizational Climate
As was discussed in the section on transformational leadership, Bass
and his associates developed the Multifactor Leadership Questionnaire (1985)
in order to understand more about how transformational leadership effects
various constituencies. Since the protocol was developed in 1985, it has been
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used in dozens of empirical studies designed to isolate these specific effects;
the cumulative

results indicate that transformational

leadership

relates

positively with:
•

increased worker satisfaction (Singer & Singer, 1985, 1986, 1990)

•

increased worker productivity (Bass, 1985; Yammarino & Bass, 1990)

•

improved group process (Avolio, Waldman, Einstein & Bass, 1985;
Bass, Avolio, & Bebb, 1987)

•

increased personal empowerment (Roberts, 1985)

The following is a brief sampling of empirical studies that reflect the above
results.
Ming

and

Alan

Singer,

from

their

respective

departments

of

psychology and business administration at the University of Canterbury, have
joined their divergent backgrounds to investigate Bass' model of leadership
in a variety of settings (Singer & Singer, 1985, 1986, 1990). In one study (1986)
of 60 New Zealand police officers, subjects were asked to fill out the
Multifactor Leadership Questionnaire twice: the first time to describe a
superior that they knew and the second time to describe an idealized
conception of a leader.
significantly

more

The first finding—that real-life leadership was

transformational

than

transactional—surprised

the

researchers since the hypothesis was that the more structured, 'sealed/
environment of the police force would support transactional leaders over
transformational

ones.

Not

only
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was

the

leadership

described

as

transformational, but so too was there a significant correlation between
worker satisfaction and all three of the transformational factors (1990, p. 391).
This latter finding was corroborated by several other studies involving
different

populations:

business

Taiwanese employees (1987).

students

(1986),

managers

(1985),

and

In all studies, subjects show a significant

preference for transformational leadership style, (p. 395) thus lending support
for Bass' major contention that transformational leadership produces greater
employee satisfaction and increased productivity (Bass, 1985).

The same

findings were reflected in the responses of 186 United States Navy Officers;
the statistical analysis of the data once again reflected that "transformational
leadership and the outcomes were highly, positively related" (Yammarino &
Bass, 1990, p. 991) and that individuals felt increased satisfaction and effort
when they perceived a leader to be transformational.
Avolio, Waldman, Einstein, and Bass (1985) have recently looked at
the relationship between transformational leadership and group process and
performance, by having 18 MBA students participate in a management
simulation game.

A leader was elected for each of the two groups of 9

students and members of each group competed for market shares in their
industries. The analysis that followed this semester-long project, indicated
that the group that had the more transformational

leader "significantly

outperformed those teams with presidents rated lower in transformational
leadership" and that "team members reported greater levels of satisfaction
with their leadership" (p. 45).
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A qualitative piece on transforming leadership (Roberts, 1985) supplies
some additional information about

how this kind of leadership affects

individuals'

sense of personal empowerment

longitudinal

study of one

female

and worth.

superintendent

in

A two-year

a large, troubled

Midwestern school district beset by financial cutbacks that threatened the
well-being of their educational system, attempts to unpack the process of
transformational leadership as seen by the principals, teachers, parents, and
students involved in the system. Representative samples were selected and
interviewed with structured and open-ended questions on a wide range of
issues

pivoting

around

observations emerged.

the

leadership

process.

Several

Rather than attempt to institute

interesting

cutbacks, this

superintendent who was tremendously successful at galvanizing the entire
school district, managed to create a new vision and revitalization program
that left everyone involved feeling reenergized (p. 1027).

The identifying

elements were her strategic vision, the creation of a structure for change, and
her extremely participatory management style which resulted in people
feeling a deep sense of commitment to the organization as well as a personal
bond with the leader and other members (p. 1034). The interviews

revealed

an overwhelming sense of "mutual support, respect, caring" and an increased
desire to do whatever they could to help the process (p. 1035), but what seems
particularly applicable is the sense of personal empowerment and growth that
was continually alluded to by the principals and teachers.
formed,

continual

input

was

requested
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and

Task forces were

responded

to

by

the

superintendent and as one district member reported, "There aren't many
things that are worked on in private. Her philosophy is involvement with
the greatest number of people. . . .

She seeks input from people that

superintendents have traditionally ignored "(p. 1030). Roberts concluded this
study with the note that transforming leadership is as powerful a tool as it is
because it deals with "thought and emotion, reason and feeling, planning and
intuition "(p. 1043), both for the leader and for the subordinates.

This

observation corroborates Avolio & Bass' notion that transformational leaders
will rely on both intellectual and emotional persuasion—as opposed to
charismatic leaders who rely predominantly on emotional persuasion—so
that subordinates are never exploited but rather "developed" (Avolio & Bass,
1988).
With the exception of Roberts' study, much of the empirical data using
;!

the MLQ is statistical and, as reflected in the empirical research,
relatively

clear

correlation

transformational leadership.
with

additional

between

overall

worker

indicates a

satisfaction

and

Qualitative study, however, may provide us

information

about

how

people

actually

experience

transformational leadership and what further implications it has for their
lives.

This study will use both the quantitative MLQ and corroborating

interviews with employees to help gain further insight into the question of
what it means for people to work within a transactional or transformational
leadership paradigm.
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Transformational Leadership & Cognitive Development
Although the theoretical discussion of transformational leadership and
cognitive developmental level appears to be well under way (Kuhnert &
Lewis, 1987; Kuhnert & Russell, 1990; Torbert, 1987; Weathersby, 1990), it is
important for the purpose of this study to note that there are very few
empirical studies that have attempted to explore this relationship.

Kuhnert

and Russell (1990) seem so convinced of a connection they have proposed an
interesting

strategy for

personnel

selection.

Incorporating

constructive

developmental theory and biographical data, they suggest a process whereby
biographical information would serve as the source of follow-up interviews
to determine developmental level.

They state: "Because the meaning¬

making system of a leader is reflected in the behaviors and outcomes as well
as the leaders' perspectives on their own characteristics and the situational
demands, this strategy may allow us to bridge the gaps among the various
components and approaches to leadership" (1990, p. 604). To date, however,
there is no direct application of this strategy.
Two

recent

doctoral

qualitative documentation

dissertations,
to the

however,

have

theory by exploring the

added

some

relationship

between leaders and constituents who operate at different cognitive levels. A
significant finding of one dissertation was that "A leader at a higher
developmental level who sees the need for transformational leadership is
likely to be perceived as ineffective by the organization if such strategies are
employed" with a constituency that is basically in a transactional mode of
%
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operation

(Amey,

1991).

However,

the

research

methodology

used

incorporated Kegan's stage theory, but did not use Bass' MLQ, the assumption
being that the connection between developmental level and transformational
leadership is a foregone conclusion.

Another dissertation superimposed

Kegan's subject/object psychology on ten national political leaders (Sorenson,
1992).

Sorenson

relationship

also builds her data around

exists

"surmounting

the

and

documents

leader's need

the

the

assumption

developmental

to be liked"

(1992)

as

that a

challenge

of

evidence

of

transformational leadership.

Conclusion of Literature Review
What all of the previously cited research seems to indicate is the need
for far more clarity and careful attention to use of terms and accompanying
protocols

that

can

help

us

see

the

actual

transformational leadership and cognitive structures.

connections

between

The theory-building

seems well under way and far ahead of the empirical support necessary to
fully lay claim to the existence of this relationship.
extend the existing

This study hopes to

body of research by backing up a bit and searching for

patterns between leadership, cognitive level, and management style by using
the actual protocols designed to measure each of these elements.

CHAPTER 3

RESEARCH DESIGN

Introduction

The literature reviewed in the preceding chapter takes on different
meanings depending on the lens we use to examine the material. The broad
picture that emerges when we view this body of research from the perspective
of an opera glass is that there are several distinct lines of theoretical
speculation that appear to be pointing in the same direction: transformational
leadership. Model II social virtues, and managerial stages of development.
The specific vocabulary may be different, as is the discipline from which each
has emerged, but the underlying question and conclusion is very similar.
When asking why it is that leaders do not successfully adapt new techniques
or strategies or why it is that managers cannot create open-ended systems that
allow for genuine collaboration, but instead "self-seal/' a pattern appears that
keeps leading to the door of developmental psychology.
Argyris speaks of a kind of structural openness that invites criticism,
Torbert implores leaders to create "communities of inquiry,"
"mutual stimulation and elevation,"

Burns of

and Bass of "performance beyond

expectations." All seem to wonder why it is that the best and the brightest do
not seem able to "learn how the very way they go about defining and solving
problems can be a source of problems in its own right" (Argyris, 1991).
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It

seems

possible

that

constructivism,

whose

very

epistemology, can help make sense of this dilemma;

business

is

about

certainly the theoretical

discussion seems justified.
However, if we shed the opera glass and instead use a microscope to
view the research, we may see a less vivid pattern. What seems clearer from
a theoretical perspective, appears to blur upon closer examination.
empirical

work

that

has

attempted

to

forge

a

connection

The

between

developmental level and leadership has laid a solid foundation; similarly, the
research

surrounding

productivity
specifically

transformational

and climate

have

leadership

been painstaking.

and

But the

effects
claims

on
that

link transformational leadership to cognitive developmental

level seem to make quantum leaps without clear validation
methodologies.
methods for

its

or consistent

The design that follows hopes to expand the previous

data collection and consequently, move the body of research

forward.

The Design

Since the overarching question of this study is what is the relationship
between transformational leadership and social cognitive capacities and how
workers experience various models of leadership, a design was sought that
would allow for a combination of both quantitative and qualitative research
consisting of a variety of protocols, observations, and interviews.

The

methods described in the Biographical Action Research model discussed in
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Chapter 2 served as a guide for this design.
whether it be developmental or
wanted

to

conduct

It seemed that a single lens,

managerial would not suffice; the study I

was intended

to

be an

in-depth

portrait

organization's leaders, and to some extent, their workers as well.

of

an

The goal

was to locate a mid-sized organization that would demonstrate a range of
leadership styles and would welcome an intensive study of their managers.
After the company was introduced to the study and consented to the plan, a
series of 'profiles' would be compiled for each participating leader and the
data analyzed to see if, and in what specific ways, the actual cognitive
structure of an individual was connected to his/her leadership practice. The
design was structured to create the following profiles for each leader:

•

A Leadership Profile: The Multifactor Leadership Questionnaire, Form
5X, would be distributed to everyone who directly reports to a leader
(Rater Form). The leaders would themselves complete the Self Rating
counterpart of the same protocol. The results of this assessment would
reflect the range of transformational and transactional behaviors evident
in each leader.

•

A Cognitive Profile:
Each leader would then participate in a
Subject/Object Interview, based on the constructive developmental
theories of Robert Kegan (1982) and a Defining Issues Test based on the
work of Lawrence Kohlberg.

In addition to working with the

leaders in

question it seemed

necessary, in order to fully explore the general climate of the organization and
the impact of the phenomenon of transformational/transactional leadership,
to have access to employees who were not the main subjects of the study. In
other words, what became increasingly clear to me was that I needed an
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organization to not only allow, but welcome me as a guest in their home; this
relationship would permit me to explore, question, and probe as the need
arose. In this way, the following critical piece could be created:

•

An Organizational Climate Profile: A random sample of employees
would be asked to participate in an open-ended interview the intention of
which would be to explore how they experienced working in the
organization. Similarly, an additional interview would be scheduled with
the leaders to ask them to compare their present work experience to past
ones.
Although

the design of this study has several

parts, each with

attendant research procedures, all seemed necessary in order to provide the
maximum latitude to empirically explore the relationship, if any, between
cognitive

meaning-making

structures

and

the

phenomenon

transformational leadership. This hypothetical relationship

of

provides the

backdrop for this study; it may be useful to now look at the specific questions
embedded in this relationship.

Research Questions
If the theoretical literature review is borne out by this study, then
leaders who demonstrate higher scores on transformational characteristics,
should also demonstrate higher scores on social cognitive assessments.
Logically then, the reverse would also be somewhat substantiated: that
transactional leaders with lower scores would demonstrate lesser capacity for
complexity and open-ended problem solving. But this suggests a linear, oneto-one correlation which may beg the complexity of the issue.
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As discussed

earlier, meaning-making does not take place in isolation.

It exists within a

social medium which may 'pull' for one set of behaviors, principals, values
over another (Kohlberg, 1976; Kohlberg & Mayer, 1972; Power, Higgins &
Kohlberg, 1989). To what degree individuals shape the environment or are
shaped by their surroundings, has been and probably always will be debated.
It is an assumption, and perhaps a limitation of this study to be discussed later
in this chapter, that meaning arises first in the individual psyche and is then
reinforced, or not, by the environment.

But what is of direct bearing to the

work at hand is whether leaders at different developmental levels create
different kinds of climates.

Since an integral part of transformational leadership deals with how
well a manager moves their workers to "establish and embrace 'higher'
values and principles " (Burns, 1978), it seems important to ask how workers
experience their environments. The hypothesis is that individuals operating
at higher levels of development will tend to:

•

promote development in others and make subordinates unafraid of
expression within the organizational setting,

•

assume that others have a need for self-reflection

•

advocate for principles and values while remaining open to inquiry
and revision (Argyris, 1990, 1991; Torbert, 1991; Drath, 1990; Kegan,
1994).
If this is so, it stands to reason that the organizational climate of a

transactional leader would reflect substantially different characteristics then
that of a transformational leader. If there is a relationship between how an
individual makes meaning in the world on a global level and how they
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interpret and practice leadership, then how does this connection manifest
itself in terms of the organization?

As a consequence of transformational

behaviors in an organization, do employees feel any differently about their
work environment?

Although the MLQ reflects employees' feelings about

the leader, it does not lend itself to exploratory questions of this nature. That
is why the design calls for open-ended interviews with workers and leaders to
further explore this question.
In summation then, this design was intended to explore the following
questions which, hopefully, will shed some additional light on the growing
research that suggests connections

between constructive

developmental

psychology, leadership, and management:

1. Is there a positive correlation between transformational leadership
behaviors and higher levels of cognitive development as measured by
appropriate protocols?
2. How does this connection manifest itself in terms of organizational
climate as measured by both employees' and managers' responses to
how they experience working in this organization?

Research Setting and Sample

After several phone conversations with more experienced researchers
asking similar kinds of questions (Robert Kegan, Emily Souvaine, William
Torbert, correspondence with Bernard Bass), it was recommended that given
the complexity

of the research design, the most efficient way to proceed
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would be to gain access to a mid-sized company with a reputation and/or a
commitment to what might be called "socially conscious" products.

The

assumptions implicit in this recommendation were that a company of this
nature might be more likely to attract transformational leaders and that an
organization interested in social change in the first place, might provide the
welcoming atmosphere necessary to fully explore the questions at hand.
My initial search for such an organization met with frustration and
refusal. I was told by a public relations representative from a highly visible,
well-known company that they were in the midst of profound organizational
change and the presence of an outside researcher might only complicate
matters for their managers. The second initiative resulted in the negotiation
of a cite: a moderately successful, cooperative

wholesale

natural

food

distributor that was also in the midst of rapid organizational change, but who
felt this study would be very useful for their leaders. The company, having
grown in the past decade from inauspicious, if not chaotic, beginnings to solid
financial and organizational management, is nestled in a rural setting of an
eastern state. Emerging from and surviving the tumultuous history of the
cooperative food industry, it now employs 125 people with gross sales of
approximately $30,000,000. Although still functioning under the cooperative
structure of worker members and consumer co-ops, they now service non¬
member customers and work with an active Board of Directors.
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The socio-economic and political genesis of the alternative

food

movement is intrinsic to the overall functioning of the organization as
reflected in this portion of the mission statement:
"We take pride in being a cooperative and conduct our business in a
socially responsible manner, with respect for our customers, our
workers, and our environment.
We strive to create a democratic
workplace, encouraging participation throughout the cooperative."
These

words

underscore

some

of

my

original

impressions

of

the

organization.
Since a journal was part of my procedures, to be discussed in a later
section, my impressions were perhaps most aptly recorded after my initial
entrance into the company. This informs part of my first impression:
Small, yellow building. Shipping trucks, 18 wheelers, right next to
parking lot which is filled with Hondas, Subarus, pick-ups
Very
industrial looking with absolutely no personality from the outside at
all. The minute you step inside something begins to shift. Slight,
aroma of food penetrates everything in the outer entrance way. Inside
the building, everything really does shift. Colorful area, warm, wooded
stairway, people are smiling and constantly moving through the
reception area. The odor of food is extremely pervasive. What is it?
Spicy, pungent, musky.
There is the most unusual in/out/vacation board made up of
individually painted discs with names on them. No two are alike—
flowers, cars, a camera, abstract designs, scenes, symbols etc. They are
symbols for each of the peoples' names. Atmosphere feels like a cross
between home and work.
This description of the outer office/reception area stands in sharp contrast to
the working spaces.

Upstairs
are very cramped working conditions.
Cubicles with
computers—traditional looking. Very informal atmosphere and very
informal dress. Jeans, pants from women with just regular clothes.
Around the periphery of the upstairs are individual offices—directors'
and managers' spaces. Curious, open faces always meet with hello.
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Atmosphere of intimacy—again that feeling of combination of work
and house atmosphere.
Downstairs, behind the reception area, are also a series of offices, all
very cramped. There is a lounge/kitchen with people actually cooking
their lunch at a stove. Seems like stir-fry or something.
My letter describing the project (see Appendix B) arrived at the desk of
the General Manager just as he was reading the cover story of Fortune.
November,

1994; the by-line of the article read "Rising

above fatigue,

loneliness, and fierce opposition, rare kinds of leaders seek nothing less than
organizational transformation.

Here's how."

(See Appendix C). My letter

and the article, which discussed the potential benefits of transformational
leadership, prompted the phone call which resulted in the first of two
meetings about the project: the first was with the CEO (General Manger) and
the four directors, the second with the CEO, four directors, and five of six
managers.

Each presentation described the research questions, what was

required of participants in terms of their time and the time

of their

employees, the time frame of the project, and the possible gains for the
organization in terms of increased personal knowledge about leadership and
increased organizational knowledge about the present state of leadership in
the company. Given the fairly rigorous demands on their time, I was hoping
for participation from six of the eleven top managers.

In my presence, the

group actively discussed the pros and cons of participating in the study and,
with the encouragement and support of the General Manager, all who were
present agreed to become subjects.
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Of the original number of eleven, the one manager who was not at the
presentation declined to participate and two were eventually eliminated from
the study: one because only two of his ten supervisees completed the
Multifactor

Leadership Questionnaire

making

impossible

any kind

of

deduction about his range of transformational behaviors, and the second
manager because she only supervised two half-time workers, one of whom
was very recently hired. Thus, the sample size consists of the CEO, all four
directors, and three of the six managers. The demographics of this group of
eight breaks down as follows:

Table 8
Demographics of Sample Population
Gender

Age

College

Economic

Race

Class
Male

42 years

B.A. +

Upper Middle

Caucasian

Male

48 years

A.A.

Middle

Caucasian

Male

44 years

B.S.

Upper Middle

Caucasian

Male

42 years

B.A.

Middle

Caucasian

Male

43 years

B.A.

Upper Middle

Caucasian

Female

41

B.A., M.A.

Middle

Caucasian

Female

34

3 + yrs.

Middle

Caucasian

Female

47

2 yrs.

Middle

Caucasian

Clearly, the information above reflects a homogenous

population in

some very significant aspects that will be discussed in the Limitations section
of this paper.
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Instruments
With a cast of eight, very cooperative leaders the scene was set for
implementing the design of the study. In order to explore the first question
which focuses on the relationship between transformational leadership and
cognitive developmental

level, the following protocols were used: the

Multifactor Leadership Questionnaire for both employees and leaders, the
Defining Issues Test, and the Subject-Object Interview. To explore the second
question, how do both leaders and workers experience the workplace, an
open-ended interview was designed.

This section describes each of the

instruments along with evidence of reliability and validity.

The Multifactor Leadership Questionnaire (MLO)
The MLQ, Form 5X was obtained from Bernard Bass, along with
permission to reproduce the questionnaire for purposes of research (see
Appendix D). The instrument consists of ninety questions in two forms: one
is a Rater Form completed by the workers and consisting of identical
questions is a Self Rating Form to be completed by each leader.

The

questionnaire assesses four transformational factors, two transactional factors,
one non-leadership factor as well as three outcomes: overall satisfaction,
effectiveness of the leader, and extra effort.
respective description follows:

Each factor, along with their

Table 9
Transformational & Transactional Leadership Factors &
Descriptions

Factor 1: Charisma (Idealized Influence)
Provides vision and sense of mission, instills pride, gains respect & trust
Factor 2: Inspiration
Communicates high expectations, promotes faith & vision

10 questions
7 questions

Factor 3: Intellectual Stimulation
Provides challenges to assumptions & encourages new perceptions & ideas.

10 questions

Factor 4: Individualized Consideration
Gives personal consideration to constituency, acts as teacher, coach, mentor.

10 questions

Factor 1: Contingent Reward
10 questions
Makes promises for good performance & rewards accomplishments, rewards for effort
Factor 2: Management By Exception (Active & Passive)
10 questions
Enforces rules and standards by taking action/intervenes only if standards are not met
Laissez-Faire (Non-leadership)
10 questions
Avoids decisions making and involvement._

A five-point rating scale, with the anchors listed below, allows the researcher
to assess the range of leadership behaviors within each factor and then to
compute a single score which is a composite of all the factors:
0
1
2
3
4

= Not at all
= Once in a while
= Sometimes
= Fairly often
= Frequently, if not always

The MLQ has been used in a variety of industrial, manufacturing, and
military settings as well as in dozens of dissertation studies around the globe.
The alpha reliability coefficients for the Rater form are all above .82, while the
coefficients for the Self-Rating Form are lower, approximately .60—.92.
this reason Bass and Avolio

recommend
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For

relying more heavily on the

follower's assessment since leaders tend to inflate their ratings (Bass &
Avolio, 1990). Support for the construct validity of the theory, based on the
growing data base at the Center for Leadership Studies, reaffirms the concept
that workers report greater satisfaction and increased effort when led by a
transformational leader then by a transactional one (Bass et al., 1990).

The Defining Issues Test (PIT)
The Defining Issues Test, developed by James Rest and obtained from
the Center for the Study of Ethical Development, emerges from the theory of
Lawrence Kohlberg (see Appendix E).

It was selected for this study as an

assessment of cognitive developmental level for two reasons: the test is easily
administered and scored, as compared to the subject-object interview, and the
test focuses on one particular aspect of development—moral reasoning. The
protocol may be taken home, has no specific time limitation, and may be
given in a short (3-story) or long (6-story) version.

Since the scores are more

reliable with the longer form, the 6-story protocol was used in this study.
The

assumption

of the

test is

that

individuals

use

"different

considerations in making sense of a moral situation" (Rest, 1990, p. 2) and
that this very process of reasoning is just as important as what the actual
judgment turns out to be.

The DIT yields a Stage score analogous to

Kohlberg's stages of moral reasoning: Stage 2, 3, 4, 4 1/2, 5A, 5B, and 6 based
on how participants complete a series of questions
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about hypothetical

situations/stories. The characteristics of each stage will be presented in the
next chapter when the results are presented.
In addition to a Stage Score, and perhaps more significant, the analysis
also produces a P score which Rest feels is the most relevant and useable piece
of data. The P score is "interpreted as the relative importance that subjects
give to Principled moral considerations, that is, to Stage 5 and Stage 6 items"
(Rest, p.ll).
The Center for the Study of Ethical Development has been collecting
data and housing reports, statistics, and dissertations using the DIT since its
establishment in 1982. Careful tracking has established that the P scores as
measured by test-retest are in the high .70s or .80s and that Cronbach's Alpha
index of internal consistency is generally in the high .70s (Rest, 1990).

Rest

also reports that in the studies that are longitudinal in nature, the results
show a fairly clear pattern of upward change as the subjects age.

This

information supports the developmental construct on which the test is based.

The Subject-Object Interview
The Subject-Object Interview was developed by a research group at
Harvard to measure Kegan's stages of development (Lahey et al., 1987).
opposed to the DIT, the S-O Interview is a

As

difficult protocol, both for the

interviewer and the subject, and therefore requires considerable training and
skill if it is to be as useful as possible.

This will be discussed in the

Limitations section at the end of this chapter. The interview takes about sixty
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minutes, is taped, and is preceded by twenty minutes of quiet, introspection
during which time the subject creates a kind
Presented

with

ten

cards—Anger,

of a mental

inventory.

Anxious/Nervous,

Success,

Stand/Conviction, Sad, Torn, Moved/Touched, Lost Something, Change, and
Conflict—he/she is encouraged to jot down notes about situations or events
that have recently triggered these emotions.

The task then is to continually

'probe' the subject into discussing exactly why or in what way this situation is
sad or angry for them.

By moving the subject closer and closer to clearly

articulating how it is that this situation is meaningful to him/her, structural
units or "bits" are created for analysis and coding.

A successful interview

usually contains about 10—12 bits which cluster around a developmental
stage or meaning-making system.
Once the interview is transcribed, it is strongly recommended that two
scorers review and discuss the findings.

The interviews were scored by me

and by Nancy Popp, a Kegan-reliable scorer (see Appendix F).

We discussed

any discrepancies between our scores and arrived at conclusions we both felt
comfortable with in order to assign a stage level for each leader. The protocol
allows for twenty-one

distinctions

since individuals

move

in

minute

gradations rather than in quantum leaps from one level to another.

The

coding reflects these gradations and transitions in cognitive movement in the
following way:
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Given

Stage 1:

1,1(2), 1/2,2/1,2(1)

Impulsive Stage

Stage 2:

2,2(3), 2/3,3/2,3(2)

Imperial Stage

Stage 3:

3,3(4), 3/4,4/3,4(3)

Interpersonal Stage

Stage 4:

4,4(5), 4/5,5/4,5(4)

Institutional Stage

Stage 5:

5

Interindividual Stage

the

subjective

nature

of

the

Subject-Object

Interview,

(assessment depends very much on the researcher's expertise and application
of the theory), Lahey and her associates depend on interrater reliability as an
objective measure of the strength of the test. To date, this instrument has
been used in a number of dissertations with an interrater reliability in the 7080% range, with a discrimination difference of 1/5 of a stage level (1987).
Lahey's research also delved into test-retest reliability to investigate how a
single individual articulated meaning in two completely different domains,
i.e. love and work. Correlations were reported at .82 Spearman coefficient
and .834 Pearson's r, both of which were significant (Lahey, 1986, 1987).
Although the Subject-Object Interview is still historically young, the most
recent research suggests that the protocol is at least as valid as more
established instruments such as the Kohlberg's Moral Judgment Interview
and Loevinger's Sentence Completion Test. Because the interview captures
transitions and minute structural changes over time, Lahey reports similar
correlations in construct validity as there are in analogous protocols.

It

should be noted, however, that this interview procedure does not have the
established data base that the MLQ or DIT has and, as such, cannot support
substantial claims to validity that the aforementioned tests can.
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Interviews with Employees
A semi-structured interview with workers allowed me to gain a better
and different understanding of how each leader functioned as well as insight
into the general climate of the organization. In other words, one part of this
study deals with the relationship between transformational and transactional
leadership and cognitive development, but the other adjacent interest is how
people experience the climate of the organization. Do transactional

or

transformational leaders create different kinds of work climates and how do
the people in the ranks come to know this? In order to probe these kinds of
questions, I was given total access to the organization.

For several days, I

simply walked through the buildings and warehouses, and interviewed
employees who seemed willing to answer the following questions:

1. Is working at this company different or the same as your previous
work experiences?
2. Do you like it here more or less? Do you look forward to coming to
work more or less?
3. If the company were to close its doors tomorrow and you were assured
of a job somewhere else, would you miss anything in particular?
I spoke with 18 employees working in a variety of capacities—publications
assistant, receptionist, office assistant, purchaser, secretary, telephone sales,
trucking, warehouse workers.

Their responses were recorded verbatim and

transcribed in the hope that upon analysis, some themes would become
evident.

Semi-structured Interviews with the Leaders
Not satisfied with just the subject-object interview, a second more
loosely structured session was designed. In this session, leaders were asked to
speak about the role of the company in their lives and their personal
reactions to working in the organization.

Since the other protocols, (MLQ,

Subject-Object Interview, DIT) were more formalized, this more relaxed, but
structured discussion supplemented not only the data, but allowed a fuller
picture of each leader.

This interview was kept to thirty minutes, was

transcribed, and revolved around the following questions:
1. Are there any specific ways that working at this organization has affected
you as a person?
2. How does working here compare with other experiences? Do you like it
here more or less then other places?
3. Do you feel you have a voice in the decision-making process?
4. If the company closed its doors tomorrow, is there anything you would
miss?

Procedures
After the initial group presentation of the study gained the support of
the key players, the actual work began with the understanding that the data
would be collected over a six-month period. Forms were signed for voluntary
participation (See Appendix G) and arrangements were made with the
administrative secretary who consented to act as a collection point for forms,
letters, and test results. This woman's help proved to be incalculable, since
very often the directors were on the road and facilitation of the project was
difficult; she assisted me throughout the study, reminding the participants
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via phone checks that a particular form was due and then communicated the
information to me.

It should be noted that in exchange for allowing me total

access to the organization in terms of time and information, the General
Manager and directors wanted a workshop-type presentation of the data
whenever I was ready to present it.
that, although the individual

The attitude was repeatedly expressed

scores and results were to be absolutely

protected, still a collective profile of the group's transformational leadership
skills would be of tremendous value to them as a company.

I thought this

arrangement was more than fair and as a result of this agreement, the study
became fairly participatory; the entire organization, including the Board of
Directors, was notified of the project and encouraged to cooperate with me.
Since

impressions,

observations,

conversations

were

constant

throughout the next six months, the only way I could keep track of the
information was through a journal.

Each phone call and the contents of the

conversation was logged and every detail I could retrieve was poured into a
computer disc as soon as I returned from the cite.

I made every effort to

simply describe and record my observations and not evaluate or analyze what
I saw. Continual reflections were kept in a separate log where I felt free to
evaluate what I was seeing and doing along with reminders and follow-up
notes to myself.
The first step of the project began with the distribution

of the

Multifactor Leadership Questionnaire to forty-three employees along with a
letter describing the project and protecting confidentiality (See Appendix G).
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Thirty-five of the forty three responded—this represented a significant 81%
rate of return. A factor analysis was done for each leader which resulted in
his/her

range

of

transformational/transactional

skills

as

assessed

by

supervisees. Each leader then completed the same assessment on his/herself.
Over the next two months, individual appointments were made with each
leader to complete the two cognitive tests. The Subject-Object Interview was
conducted by me and then coded for stage; a duplicate copy of each interview
was coded by Nancy Popp, a certified Kegan scorer, who knew the scope of the
study, but who had no knowledge of the results of the MLQ. After the coding
was done by each of us and a report of her results sent to me, we had lengthy
discussions about the results and resolved any discrepancies.
The DIT was distributed to the eight subjects, completed at home, and
submitted to the administrative secretary. This protocol prompted a slew of
responses to the test itself; some subjects wanted to know what it was really
about, others were baffled by the moral dilemmas presented. Everyone, goodnaturedly completed the test which were sent to the Center for the Study of
Ethical Development and computer scored.
The last pieces, the interviews with employees and the more openended interview with each leader, were transcribed and analyzed for patterns
of information about how people experienced the workplace.
Bass have

speculated

that

transformational

leadership

Avolio and

might

have

a

"cascading effect," in that "behavior at one level of management tended also
to be seen at the next lower level of management" (Bass, Waldman, Avolio,
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Bebb, 1987). Whether superiors and subordinates choose each other because
of a compatibility of styles or whether subordinates model their behavior on
their superior's leadership style has not been investigated; however, there is
some groundwork for the notion that workers feel differently under different
leadership paradigms (Bass, Waldman, Avolio, Bebb, 1987; Roberts, 1985).
The intention of these interviews with workers was to see if any more specific
information could be gleaned about what these experiences were like.
This data would then serve to inform a discussion of the original
questions.

By examining

the

results

of

the

Multifactor

Leadership

Questionnaire, the Subject-Object Interview, and the Defining Issues Test, we
could then see to what extent, if any, cognitive developmental level and
transformational leadership are related, providing some empirical evidence
for the theoretical speculation referred to in the literature review. The second
question—do leaders at different developmental levels create different kinds
of

climates—will

be

explored

via

the

interview

data

and

ongoing

observations/discussions with the organization.
In some ways, this last question is the "so what" of the study—the
qualitative
meaningful.
inquiry"

guts that

might

make

the

quantitative

relationship

more

It stands to reason that if what Torbert calls "communities of

are created by individuals

who

are genuinely

understanding rather than win-lose mentalities,

committed

to

then the effect of this

phenomenon should be felt throughout the organization (Bass & Avolio,
1987). Do transactional leaders, who may or may not be functioning at lower
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levels of development, create different kinds of climates for workers and if so,
how are they different?

In order to discuss the second question, the first

hypothesis needs to be empirically explored, not necessarily for a one-to-one
correlation, but for an unpacking of some fairly complex notions.

Limitations

Obviously, the study is limited in a variety of ways, the first being an
assumption on the part of the researcher that meaning originates in the
individual.

The very title of this work. Social Cognitive Development and

Transformational Leadership, suggests that meaning is first created in the
psyche rather than in the culture of the society.

This study is indeed

cognitively based and aligns itself with the Piagetian notion that human
development

follows a sequential, invariant

sequence with transitions,

negotiated stages and, what Kegan aptly calls "truces." It is from this vantage
point that the phenomenon of transformational leadership is being studied
which does, by necessity, place some restrictions on how the work is designed
and what sense is being made of the data.
This is not to say, of course, that the culture does not have a significant
impact on the evolving individual; the company we keep, the discourses we
are involved with certainly inform and impact on how we see the world.
Robert Kegan is quick to point out in his opening chapters of The Evolving
Self that the developmental perspective is about "the ongoing conversation
%

between the individuating organism and the world, a process of adaptation
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shaped by the tension between the assimilation of new experience to the old
"grammar" and the accommodation of the old grammar to new experience"
(p. 44).

That is why, perhaps, his stages have accompanying "cultures of

embeddedness." But despite this awareness of the impact of culture, it seems
fair to say that this study is nonetheless limited by a belief that individuals do
indeed have a cognitive system that determines how they make sense of their
world and that assumption is, by definition, a limitation.
A

few

other

limiting

factors

demographics, as well as the setting.

arise

from

the

sample

size

and

First of all, not only is the sample

limited to eight managers, but they are all Caucasian, all in their forties with
the exception of one, and all have two or more years of college education.
Rather

than

eight

very

diverse

individuals

from

a wide

variety

of

backgrounds, these people all described themselves as coming from at least
middle-class to upper-middle class families and all eight have relocated to
this geographic location from points around the country. Equally interesting
but limiting, is the nature of the business they are in—the cooperative, health
food movement.

There are some fairly consistent, socio-political beliefs that

accompany the food co-op industry and, as will be seen in the data, all eight of
these managers support these beliefs. Although the sample and the setting
may make the study limited in terms of generalizability, it may not skew the
results of the very specific questions being asked about the relationship
between an individual's meaning-making system and the phenomenon of
transformational leadership and how it effects people who work within that
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system.

Indeed, the choice of settings, as was mentioned earlier in this

chapter, was recommended by more experienced researchers in order to
increase the likelihood of locating transformational leaders to study. There is
much that can be learned by studying a microcosm; unfortunately,

the

limitation of that is the inability to make broader, more sweeping analyses.
Two more limitations of the study, more mechanical then conceptual
in nature, involve the effective use of the Subject-Object protocol. Firstly, the
Multifactor Leadership Questionnaire was scored prior to the subject-object
interview and since I knew the results, I may have been biased during the
interview procedure. I would suggest that in future studies, the data be scored
in one sitting to prevent the possibility of beginning an interview with any
prior information.

The second mechanical

limitation

arises from

the

inherent difficulty in using this instrument. The reliability of the test results
resides with the interviewer's skill in asking very pointed probes in precisely
the right way, at the right time.

Even though I had taken an advanced

seminar in this technique and had several practice runs, I received additional
coaching throughout the process from Nancy Popp.

Several times, on her

edited copy of the transcripts, she noted, "Sounds like 4(5), but I needed to
know more about how he thinks about this." When this occurred, I would
then go back to the leader in

question

and continue

probing.

This

information was then discussed with Nancy until a conclusion could be
reached about the Kegan score.

Although adequate, it seems less then a

perfect approach, and should be considered a limitation of the work.
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CHAPTER 4

QUANTITATIVE DATA: WHAT THE NUMBERS TELL US

Introduction

The actual study followed the procedures in Chapter 3 with relatively
few problems. The results will be presented here in exactly the same sequence
as I came to know them: the quantitative results of the MLQ, DIT, and
Subject-Object Interview.

Results of the Multifactor Leadership Questionnaire

The table below summarizes the following information:
•

each leader's composite transformational score—Rater and Self

•

differences between these 2 scores—S—R

In the manual that accompanies the MLQ and in conversations I have had
with the authors, both Bass & Avolio consistently caution about labeling
leaders as either transformational or transactional; instead, they encourage
researchers and consultants to discuss the degree to which an individual
demonstrates transformational behaviors.

Therefore, it is important, to

remember that the scores below reflect the following anchors:
0 = Not at all
1 = Once in a while
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2 = Sometimes
3 = Fairly often
4 = Frequently, if not always
Note that the leaders' scores have been arranged in descending order from the
highest Rater Transformational Scores to the lowest.

Table 10
Transformational Leadership Scores
Leader
Leader A
Leader F
Leader C
Leader E
Leader G
Leader H
Leader D
Leader B

Transformational
Scores
Rater 3.0
Self
2.9
S-R = - .1
Rater 3.0
Self
3.3
S-R =.3
Rater 2.7
2.8
Self
S-R = .1
Rater 2.7
3.2
Self
S-R =.5
Rater 2.4
3.3
Self
S-R = .9
Rater 2.3
2.2
Self
S-R = .-1
Rater 2.0
3.2
Self
S~R=1.2
Rater 1.9
3.4
Self
S-R=1.5

Another way of conceptualizing the same information that is displayed above
is to say that the sample breaks down as follows:
•

two of the eight leaders demonstrate transformational qualities "Fairly
Often," (3.0)

71

•

two leaders demonstrate transformational qualities in the higher range
of "Sometimes" (2.7),

•

three in the lower range of Sometimes (2.2—2.7), and

•

one leader "Once in a while." (1.9)

Based on this information, it can be said that 50% of the sample tend to
demonstrate

transformational

characteristics

with

a

higher

degree

of

frequency while 50% of the sample demonstrate these characteristics to a
lesser degree.
Another interesting and significant piece of information is that the
discrepancy between the Self Score and the Rater Score appears to increase as
the overall transformational score decreases.

Although according to the

statistics on the MLQ, most people rate themselves slightly higher than they
are rated by others (Bass & Avolio, 1990), the difference between the Self and
Rater score appears to greatly increase as the transformational score decreases.
The possibility exists that the higher the transformational ability, the greater
the congruence between how others perceive you and how you perceive
yourself.

Whether

or

not

this

phenomenon

can

be

developmental terms, will be discussed in the next chapter.
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explained

in

Results of the Defining Issues Test

As explained previously, the DIT consists of six situations posing moral
dilemmas to which the subject answers a series of questions which are then
coded for stages of moral judgment reasoning. It is important to remember
that the stages below reflect only moral judgment reasoning—that is, how an
individual reasons about a dilemma and decides that certain actions are
wrong or right. A synopsis of the significant characteristics of each stage are
displayed below:

Table 11
Defining Features of DIT Stages

• Stage 2

Considerations that focus on simple exchanges, favor for
favor, "fairness"

• Stage 3

Considerations that focus on good and evil intentions of
the parties and the party's concern for maintaining
friendships and approval

• Stage 4

Considerations that focus on maintaining the existing
legal system, maintaining existing roles and structures

• Stage 5A

Considerations that focus on organizing a society by
appealing to consensus producing procedures, insisting on
due process

• Stage 5B

Considerations that focus on organizing social
arrangements and relationships in terms of intuitively
appealing ideals

• Stage 6

Considerations that focus on organizing society in terms
of ideals that appeal to a rationale for eliminating arbitrary
factors and optimize human welfare
(Adapted from Rest, 1990)

73

In addition to the stages most frequently relied on by the subject, a P
Score is also derived from the results.

The P Score, considered the most

important piece of DIT data is described by Rest as the score that "represents
the degree to which a person's thinking is like the thinking of moral
philosophers." (Rest, 1993, p.13) It is the sum of scores from Stages 5A, 5B,
and 6. Rest and his associates have statistically arrived at norms and ranges
that are generalizable to most standard populations; the following represents
the mean ranges of diverse populations:
Junior High School Subjects
Senior High School Subjects
College Students & Adults in General
Graduate Students
Moral Philosophers

P
P
P
P
P

scores in the 20's
Scores in the 30's
Scores in the 40's
Scores in the 50's
Scores in the 60's

Anything from 0—27 is considered low, 28—41 middle, and 42 and up is
considered a high score. With those numbers in mind, let us look at how
each of the eight leaders scored in relationship to their transformational
leadership ratings.

9
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Table 12
Results of the DIT & Transformational Scores
LEADER
A

TRANSFORMATIONAL
3.08

SCORE

P SCORE
68—Stage Most Used (5A)

F

3.06

81—Stage Most Used (5A)

C

2.75

44—Stage Most Used (4, 5A)

E

2.74

41—Stage Most Used (4,5A)

G

2.40

41—Stage Most Used (4, 5A)

H

2.30

51—Stage Most Used (5A)

D

2.0

63—Stage Most Used (4, 5A)

B

1.9

58—Stage Most Used (5A)

As can be seen, the relationship between the DIT scores and the
transformational scores seems ambiguous. There does appear to be a some
correlation between Leaders A and F's high transformational scores and
exceptionally high DIT scores, as well as the next set of moderately
transformational leaders C, E, G, and H and their moderate DIT scores.

But

the very lowest transformational scores. Leaders D and B, also scored in the
high range that represents thinking akin to moral philosophers!

This

confounding data may be explained, in part, by the organizational context of
this particular company.
information

will

A fuller discussion of the implications of this

follow, but at this

point

in

the

investigation,

any

hypothetical relationship between cognitive development as measured by
moral justice reasoning and transformational leadership appears to be just a
possibility.
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Results of the Subject-Object Interview

The subject-object interviews were conducted over a period of several
weeks; they were then coded, reviewed, and discussed by both myself and
Nancy Popp over a period of several months.

This delay was critical because

it helped maintain my objectivity as the rest of the study was completed; in
other words, I was not aware nor had I formed any conclusions about the
leader's cognitive level of functioning until the end of the project.

By the

time all the hard data was in, the informal interviews and observations were
complete, and therefore were conducted independently of any conclusive
knowledge of the leader's cognitive developmental level.
As was mentioned in the previous chapter, the Subject-Object Interview
has twenty-one gradations that reflect the movement

from one stage to

another. For instance, between Stage 3 and Stage 4 there exists shades and
traces of the stage an individual is embedded in as well as the foreshadowing
of what is to come. The scoring system reflects this in the following way: 3
(4), 3/4,4/3,4(3), 4. So, for example, an individual who scores at a 3/4 while
definitely showing movement

into the Institutional

Stage is still quite

embedded in the Interpersonal, while another individual who is scored at 4/3
shows traces of the Interpersonal, but is more

solidly aligned

in

the

Institutional.
Since the vast majority of healthy adults function within the Stage 3 to
Stage 5 range, the table below represents the most significant cognitive
characteristics and achievements of each of these levels.

76

These descriptions

are the cues that the researcher looks for when making an assessment; bear in
mind that there are actually five possibilities within each stage:

Table 13
Characteristics of Kegan Stages, Levels 3—5

Stage 3

Interpersonal

Holds two or more internalized points of
view, but cannot distinguish between other
and one’s own.
‘Shoulds’ are based on others perspectives of
self.
Is subject to other’s perspective.
Takes responsibility for other’s feelings.
Is embedded in other’s point of view.
Feelings are derived from other’s perceived
feelings about self.

Stage 4

Institutional

Demonstrates perspective independent of
others’ perspectives.
‘Shoulds’ are based on self-authorship.
Constructs a theory of self & exercises that
theory or ideology.
Capable of monitoring & observing one’s self

Stage 5

Interindividual

Describes a self bigger than its ideology.
Makes ideology or theory of self ‘object’
instead of subject; can critique own theory.
Addresses the limitations of the very system
by which one lives; questions the self-system.

It is important at this point to recap some of the theoretical discussion
in the literature review that focused on the strengths and limitations of
Stages 3, 4, and 5, and the extent to which an individual at any of those stages
might be capable of transformational leadership. Since everyone seems to
agree that a Stage 3 leader still embedded in others' perceptions of the self is
too intent on pleasing all parties to actually be capable of transforming a work
unit, the debate centers around Stages 4 and 5 (Kuhnert & Lewis, 1987; Drath,
1990; Torbert, 1991; Drath, Palus, Van Velsor work in progress).
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Kuhnert &

Lewis feel that Stage 4 contains enough self-authorship and self regulation to
allow for the higher order skills of transforming others, while Drath and his
associates at the Center for Creative Leadership, as well as William Torbert
seem convinced that Stage 4 epistemology has far too many limitations, the
most significant one being attachment to

an ideology.

By definition, they

argue, a Stage 4 leader is too heavily invested in their own system of beliefs,
i.e. are subject to them, to ever hear or incorporate an opposing position.
Without the essential cognitive ability to admit weakness, no less invite
criticism, transformational leadership cannot occur. This line of reasoning is
important to keep in mind when reviewing the next table which places the
subject-object scores side by side with the Multifactor Leadership Score.

Table 14
Results of the Subject-Object Scores and Transformational
Leadership Scores
LEADER

SUBJECT-OBJECT
SCORE

A

MULTIFACTOR
LEADERSHIP
SCORE
3.08

F

3.06

Stage 4(5)

C

2.75

Stage 4

E

2.74

Stage 4 with potential for movement into 4(5).

G

2.40

Stage 4(3)

H

2.30

Stage 4

D

2.0

Stage 4

B

1.9

Stage 3/4 or 4/3

Stage 4(5)

The next and final table represents each leader's total profile.
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Table 15
Results of the MLQ, DIT, & Subject-Object Interview
LEADER

A

MULTIFACTOR
LEADERSHIP
SCORE
3.08

F

3.06

C

2.75

E

2.74

G

2.40

H

2.30

D

2.0

B

1.9

P SCORE

SUBJECT-OBJECT
SCORE

68—Stage Most
Used (5A)
81—Stage Most
Used (5A)
44—Stage Most
Used
(4, 5A)
41—Stage Most
Used (4.5A)
41—Stage Most
Used (4, 5A)
51—Stage Most
Used (5A)
63—Stage Most
Used (4, 5A)
58—Stage Most
Used (5A)

Stage 4(5)
Stage 4(5)
Stage 4
Stage 4 with potential for
movement into 4(5).
Stage 4(3)
Stage 4
Stage 4
Stage 3/4 or 4/3

What tentative conclusions can we make from perusing Table 15?
appears that

the

Subject-Object

relationship

between

an

Interview

individual's

scores

do

indeed

meaning-making

reflect

system

It
a
as

demonstrated by Kegan stage level and the ability to practice transformational
leadership.

Three of the four subjects with the highest transformational

scores also showed traces of movement into Stage 5-Interindividual which is
capable of the cognitive complexity of true dialectical thinking.

It is also

significant that two of the four lowest transformational scores also reflected
parts of Stage 3-Interpersonal—the stage that most theorists speculated would
be incapable of overarching vision and autonomy due to the embeddedness
in other's perspectives. A more thorough discussion of this will follow.
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The quantitative results presented above represent only part of the
overall investigation.

A good portion of this study involved an attempt to

look at the leader from as many different angles as possible to see how
qualitative observations and informal discussions related to the quantitative
data. The next section, therefore, may serve to flesh out the scores presented
in this section and help us to know more about how these leaders operate in
their world and conceive of their roles and responsibilities.
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CHAPTER 5

THE QUALITATIVE DATA: SEARCHING FOR THEMES IN LEADERSHIP &
IN THE ORGANIZATIONAL CULTURE

Introduction

Ellen Van Velsor and Chuck Palus, two research scientists at The
Center

for

Creative

Leadership,

have

articulated

the

recent

shift

management paradigms as follows:

THE DEMAND FOR faceless, conforming, strictly obedient,
narrowly rote learning, receptors-of-meaning employees
(e.g., old IBM, original Ford assembly line, "paternal"
organizations, "the organization man"
Kegan Stage 3)
HAS SHIFTED TO individualistic, personally ambitious,
expansive, heroic, competitive, linear thinking, Argyris Model I,
assertors-of-meaning employees
(e.g. middle-management heavy hierarchies, sales-driven
organizations Kegan Stage 41
AND IS MOVING TOWARD "me to we," flexible role,
cognitively complex, systems thinking, dialectical thinking,
thriving on chaos, Argyris Model II, empathic, higher-order
values, learning in public, self-objective, co-makers of meaning
employees
(e.g. molecular
organizations,
entreprenuerships,
global
organizations, stewardships Kegan Stage 5)
With Permission; Paper in Progress
(Drath, Palus, Van Velsor)
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in

The last section of the above paradigm—"me to we"—epitomizes the
characteristics of transformational leadership; all the theoretical discussion
and empirical research seem to indicate that leaders who fall into this
category demonstrate complex cognitive capacities in the following areas:
•

willingness to promote development in others

•

more encompassing, inclusive values

•

the ability to advocate principles while remaining open to inquiry

In this study. Leaders A and F, and E have the highest Subject-Object
scores, exceptionally high to average DIT scores and display transformational
behavior a good deal of the time. At the other end of the scale. Leaders D and
B scored lower on the Subject-Object interview, also have very high DIT
scores, but display transformational behavior only once in a while. If we use
only the results from the hard data, these managers could then be placed o n
a continuum—Leaders A, F, and E on one end, representing

the optimal

leadership paradigm and Leaders D and B on the other end, representing a
more traditionally based notion of leadership.
But a linear relationship relying only on the results of the quantitative
data begs some very interesting questions.

For instance, transformational

leaders are supposed to be committed to developing others, but what does
developing others

mean

to them?

How do transformational

articulate more encompassing values?
between

leaders

Are there substantial differences

transformational and transactional leaders and their respective
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abilities to remain open to others while advocating their beliefs? How does
the organizational context and framework influence these leaders?
In order to further explore these questions and investigate how the
qualitative information supports or does not support the quantitative results,
the data from the semi-structured interviews as well as the subject-object
interview were re-examined for illustrations of leaders' capacities to express:
•

cognitively complex notions of developing others

•

inclusive end values such as liberty, justice, or equality (higher order
values)

•

commitment to open inquiry

Promoting Development in Others

As we have seen in the literature review, a number of theorists
frequently refer to the need for managers to promote the development of
their employees (Kaplan, Drath, & Kofodimos, 1985; Torbert & Fisher, 1993;
Argyris & Schon, 1978, 1990, 1991). Most of Argyris' Model II Social Virtues
pivot around the leader's ability to help others face their own assumptions,
thoughts,

and

feelings;

similarly.

Burn's

original

conception

of

a

transformational leader is one who engages the "full person of the follower"
for the purpose of helping him/her satisfy higher level needs (Burns, 1978). I
was interested in how the managers in this study articulated this theme and if

83

transformational leaders expressed a more cognitively complex notion of
developing others than did transactional leaders.

Developing Others in Transformational Leaders
In Leaders A, C, and E—three of the four highest scoring leaders in all
quantitative data—developing their workers figured prominently in their
thoughts since this issue kept rising to the surface even though they were not
specifically asked about it.
an interview with

Let us turn first to a fairly powerful excerpt from

Leader A as he responds to a card that is asking what

touches or moves him:
Leader A

To watch people who I'm working with, mentoring, to
watch them grow personally and professionally—that's
the biggest deal of all to me.

Phyllis

Why is that so touching to you?

Leader A

Because it makes people more successful. It feels good to
have people reach a higher level of understanding. In
other words, expand the shell of their understanding.
The world may be a better place for it. More humane....I
believe very much in self-actualization in a sense. I
believe in people understanding and being responsible
for and accepting the responsibility for their actions.

Phyllis

And what's in that for you? What's the bottom line
here?

Leader A

The bottom line is that hopefully we'll have a much
better society ... if people can transcend their current
experience and abilities and think through what they
truly want and what is truly important to them.

Phyllis

And what do you get back from this?

Leader A

So many different things on so many different levels.
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But at the end of my life I want to feel good about the
people that I've been with, the things I've done in life—
you know, make the world a little better place by helping
other people to reach their potential.
Notice that in the complex language of Leader A developing others
means helping them to "expand the shell of their understanding," or "to
transcend their current experience" rather than to keep them content or help
them to understand his own feelings/thoughts. Fully recognizing that other
people have their own paths to walk and their "own potential to reach,"
Leader A struggles with the part that he plays in the lives of his workers.
Agonizing over the power that comes with his very key role

in

the

organization, he discusses his difficulty with providing the balance between
caring for others and respecting the individual's personal choice to grow:
I have to make decisions that are long range and sometimes
they are hard for people to understand in the short range. A
lot of it is developing people to be able to follow their own
resources and sometimes it's like kicking them off the deep
end without a life preserver, so to speak. It's really hard to find
the balance between tough love and nurturing. But if you
become authoritarian, hierarchical, 'I know best/ then under
the guise of caring for others, you show you don't really care
for them at all. You don't accept them as human beings who
can solve their own problems.

Focusing on helping his employees find their own way so that they
can reach their potential suggests a cognitive sophistication that recognizes
others as separate and apart from the self.

Recalling Drath's work on the

limitations of Kegan Stage 4 leaders (see p. 19), one of the difficulties is in
appreciating and accepting others with fundamentally different perspectives
and ideologies; Leader A seems to be aware of this developmental pitfall and
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it appears that his remarks about promoting development in others only
serve to support his Stage 4(5) assessment.
Leader C, whose current position in the company is to assist
employees through the anticipated shifts in the organizational structure, is
worried about the ability of the workers to adjust to new demands and
increased stress. She feels that it is the job of leadership to help people
develop new skills:
. . . because change in general is difficult for individuals and for
groups and I think we may be pushing the limits of that change
for many people here. And I think part of my role will be to
synthesize the different parts of leading people through that
and finding, hopefully, ways to address their fears and
capabilities of adjusting. I think it would be a real shame to
lose some of these people to a very fast changing organization
just because they have self doubt or they have needs that aren't
met. I feel that they need as much information and structural
support that they can get to help them develop and face their
fears.

When asked what it means to "help them to develop," she explains by
discussing her own past with the company.
I came to this organization as a grunt. I worked on the floor with
no clue about much at all. I was pretty young and not enlightened
about much of anything. ... I stayed and was given the opportunity
to develop myself, at least part of myself, by being allowed the room
to face my fears and doubts. And you know, to just explore and
talk to people. And that's what I want to give the workers now.
Room to understand and figure out for themselves where they fit,
if they fit. I can't tell them that—what to do or how to do it. They
have to work it out, but a manager should give them every
opportunity to grow as people, so they can grow as workers as well.
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As with Leader A, Leader C appears to be cognizant of the genuine
complexity of change and the importance of not telling people what to do,
but instead providing a climate that encourages overall personal growth.
Leader E sees the job of developing others of such primary importance
to her that the "greatest compliment"

she can imagine

is mentoring

someone well enough so that they can replace her. "I would consider it a
great compliment if someone who worked in my department came to me
and said they wanted my job and they could do it better then I could. I would
quit...move on. I'd feel I had done my job if it was someone who worked
with me." She conceives of her position as a "coach" or "teacher," not as a
director. "You can't just tell people who work for you what to do—you have
to let them know that you believe in them to find their own way.

And I

think they do. And they can then show you and then you grow as well."
What

these statements from

Leaders A, C, and E share

is the

acknowledgment that promoting development is an individual process and
choice; as leaders, they can mentor or engage people in dialogue, but they
cannot take responsibility for the growth of another.

Their statements also

illustrate how the growth of others can effect and contribute to their own
development.

All the concepts that appear to be embedded in

their

language—that workers are autonomous, separate individuals, that leaders
are mentors or teachers, and that other people's development can effect their
own growth, seem indicative of at least Stage 4 thinking as measured by
Kegan and confirm the cognitive findings reported in Chapter 4.
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Developing Others in Transactional Leaders
Although the theme of developing others was evident in all the
managers, the meaning of development

seems

to reflect an inherent

structural difference for transactional leaders. Other people's development is
important, but for Leaders D and B—the leaders with the lowest frequency of
transformational characteristics and lower subject-object scores—it appears
that developing employees takes on a narrower perspective.

The job of

developing other people seems to imply a paternalism, a taking care or
showing others the way rather than allowing them to struggle to find their
own path as was expressed by Leaders A, C, and E.
This way of expressing development is evident in Leader D's concern
about his staff; he is shifting positions in the organization and is worried
about his staff:
Leader D

It's about a feeling that I'm there to help them
through this period and the feeling that I hope
they're successful. If I was with them all the time,
that increase their chances for success. My not
being there decrease their chances of making it
through as smoothly.

Phyllis

Why is that?

Leader D

Because I feel one of my strengths is being very
supportive...I feel I'm very observant, very
analytical, and very attuned to people and their
needs. I can pick up on little things and be able to
respond to them and make people respond to them
differently then they might have at the time. I'm
very attuned to developing people and letting them
spread their wings and giving them responsibility,
accountability and authority to develop their roles.
Even if its as an adviser to say "this is how you
should do this or that."
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Phyllis

So what happens if you're not there.

Leader D

I don't think it's possible to be effective. You need
to hear them—I mean at least hear what their
perceptions are, even if they're not true or not
reality. You have the responsibility of trying to
change those perceptions to match your vision and
how can you do that if you're not there.

A little later on in the same discussion. Leader D states that he's "only
as good as the people that support me. If a manager loses sight of the fact that
his or her success is dependent on the organization, then they're in trouble. . .
A good leader leads people to the place where he wants them to be—to
achieve the goals that you and the organization have set."

In Leader B's

construction, development of people who work for him is something he feels
responsible for because it reflects on his competence and abilities. Absent in
Leader D's conception of developing others is the possibility that employees
can perhaps manage themselves

and their own development—a

more

cognitively complex vision of human growth.
Another

manager, Leader B, echoes

this way of conceptualizing

development in workers by discussing his difficulty with conflict:
Phyllis

What's the worst part about confronting people?

Leader B

I guess they won't like me. Either that or
that means I'm making a stand. I really don't like
to confront people...I guess it means I'm making
a judgment about that person which is really
personal for me and gets easier if I knew that it
wasn't diminishing the person or the way that
person feels about themselves. I guess what I'm
afraid of is that there won't be a positive
outcome. It will be an either or situation.
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Phyllis

How do you measure a successful outcome?

Leader B

That whatever the needs of the situation will be
accomplished, which in this case, is that the
customers get the products they want.

Phyllis

And what about you in all this?

Leader B

I suppose I want people to see my point of view and
understand it. Then we can work on the problem
together and try to resolve it.

Phyllis

Can you ever see an unresolved confrontation
situation as being good for anyone?

Leader B

Well...maybe, I don't know. I'm not comfortable
with that. Workers should be ok with everything
or they won't be a member of the team.

It appears that the above excerpts from conversations with Leaders B
and D reflect a primary characteristic of Stage 3 development in that both
managers seem embedded in a system of interpersonal, mutual agreement
where others become reflections of the self. Their ideas about what it means
to promote development in other people reflects a less complex framework
because in some fundamental sense, other people are seen as needing the
leader's advice or directives in order to grow. That other people are capable of
growing and developing of their own accord, and that other people's growth
might actually assist their own in a reciprocal relationship is not something
that is demonstrated in these transactional leaders' comments.
Ironically, Leader G, who did not receive high transformational scores
himself, clearly articulates the differences in these two constructions of what
it means to develop others by discussing how his mentor. Leader C—a fairly
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transformational leader—has provided a different management model for
him. He states:
Leader G

It's sort of the dialectic approach. The ability to take
me through an argument so that I develop the
other side of it myself even though she's
structuring it. She doesn't just give it to me. She
helps me develop that conversation from myself
that she's trying to get me to.

Phyllis

Why is that an important method?

Leader G

Because everybody else that I've been managed by
before this is coming from the same autocratic
point of view that I was coming from. You do this
or do that. And I understand very well that for me
that just isn't the way to view it. There's no
growth, no change, no development. Her style has
allowed me to grow and progress in a different way.
It's really made a major difference in my ability to
manage people.

Thus we hear in this insightful statement, how it feels to work with a
transformational leader who has demonstrated more cognitive complexity in
her own style.

Although Leader G may not have bridged the gap between

cognition and action, his exposure to her "dialectic approach" may provide
him with a map for the future.
"Socratic

method

By practicing what Leader A refers to as the

of management,"

others

can

develop

into

themselves—one of the major goals of transformational leadership.

r
I
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.

leaders

Inclusive End Values

For this next component, let us look to James MacGregor

Burns for

some guidelines. As was discussed in Chapter 2, Burns distinguishes between
two types of values: values of means and values of ends. Values of means
are ones that transactional leaders seem to focus on; they are the lifeblood of
the system in that they have a direct effect on daily transactions.
constitute

"honesty,

responsibility,

fairness,

and

the

They

honoring

of

commitments" (Burns, p. 426). End values, on the other hand, are broader,
more encompassing elements;
equality (Burns, p. 427).

they constitute notions of liberty, justice,

In many ways, values of ends seem akin to

Kohlberg's later stages, 5 and 6, which are concerned with universal and
ethical principals. Indeed, Burns directly references Kohlberg, when he states
that transformational
thinkers.

leaders are more likely to be Post Conventional

In this study, the results of the Defining Issues Test only partially

supported Burns' premise; the two most transformational leaders did reflect
the highest scores in moral justice reasoning, but the two leaders with the
lowest transformational scores also had very high DIT scores. Once again, the
transcripts

from

interviews

were

both

the

reviewed

subject-object
for

interviews

suggestions

of

and

these

the

more

informal
inclusive,

encompassing end values to see if the qualitative information supported the
cognitive assessment.
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It is important to note that in all but one of the transcripts from formal
and informal

interviews, the notion

of values

heavily

infiltrated

the

discussion even in response to fairly open-ended questions like "How has
working here effected you?" or "What would you miss most if this company
was forced to close?" Even when discussing subject-object prompters like Sad,
Torn, Touched, or Change, seven out of eight of these leaders chose to focus
on how they viewed the world and their deeply rooted concerns about global
issues. As we shall see, there were different manifestations of their concern,
but what unites them as a group is how deeply embedded and all of a piece
their work and values are.
The one exception to this was Leader D who, as mentioned in Chapter
4, came to this position because he was looking for a job in higher level
management and was not particularly attracted, as were the others, by the
mission or goals of the organization.

His consistent remarks about how

much he is learning every day about cooperatives, the ideology behind them,
and the increased commitment he is feeling about it, suggests that he is in the
process of being exposed to a new way of thinking.

But for the remaining

seven leaders, two themes—that of global economic inequity and injustice,
and the notion of good parenting as integral to world progress—presided over
their self-selected discussion of values.

Global Economic Inequity & Injustice
Listen to the words of Leader A, who could have taken a position in a
different organization for twice the salary he is presently working for, as he
describes, with great gesticulation and urgency, his desire to "make the world
a better place" by trying to change the economic structure:
Leader A

What I mean is our world, our society, the track
record of the human race is not that great. I
wouldn't be in natural foods, cooperatives, all of
this, except the feeling that there is a fundamentally
different way that we can utilize our resources, not
to build peacekeepers and put them in a silo, so to
speak. That doesn't have a multiplicative effect
through society as far as utilizing the resources.
All that does is dead end But through education,
cooperatives, the idea of it...of people connected to
their ecology and having a more global perspective
on the world.

Phyllis

And it's really important to you that I do this?

Leader A

You bet. Yeah. That everybody do this if you want
to fully reach the potential we have as a human
race and then set the dynamic up to support and
nurture society as a whole. Guess what? It's
multiplicative in that it comes around and comes
back to you.

A similar concern for the direction of the society as a whole runs throughout
Leader F's response to her work:

Leader F

This place here completes a circle for me. This is
the broader commitment—increased community.
I mean the things that bring out the emotions for
me are the things that are the core of why I do the
work I do. Injustice and lack of control that most
people feel over their lives. And prejudice and
discrimination....and all the things that are bred out
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of fear and class struggle. All those things that
brought me to my work and how I can best
contribute to change all of that.
And once again, in Leader C, we hear the convergence of the political and the
personal in her expression of what is so compelling about her very high-level
leadership role in this organization:

Leader C

It's very important to me to work in an
organization that I feel has some purpose, some
social values, some economic value. And as such
I'm very happy with this organization and what its
attempting to do. The vision of the overarching
possibility of this economic structure beyond the
bounds of this company is very exciting. The idea
of economic democracy is certainly compelling....I
want to make a difference, I want to have some
impact on the world, on people's approach to life, to
have a more meaningful life. Does that make
sense?

Leader H, who has been with the company since its inception, began his
career with an undergraduate major in what he calls "anarchy." Searching in
his earlier years for a way to earn a living that was compatible with his dislike
of hierarchy, he reflects:

Leader H

It appeals to my sense of social purpose. I mean
we're not making bombs here; we're selling good
foods. I like things to make sense—it still fits a
higher purpose. When I first came here, I was
looking to work in a situation that was a little
different from normal hierarchical relationships,
in the workplace. And it was a work climate and
there was some socially responsible type things in
the late 70's that attracted me. I needed something
that would make me feel good when I go home.
Some progression toward a socially just world.
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This ideal of social equity was echoed loudly throughout my discussions with
Leader E who is deeply pained by notions of claims. "You don't make it easy
for one and difficult for somebody else. Everybody should have access to the
same benefits, the same level of personal development, the same standard of
living.

There's a stigma associated with coming to work with your muffler

coming off and smoke billowing out. It has an effect on somebody's carriage.
Do you follow me?" Even as a small child. Leader E recalls being picked as
captain of a team because of her height and using that position "to make sure
everybody could maximize their opportunities because I know that people
often learn the role of being the underdog.

I tried to make sure that those

people had an opportunity."

Good Parenting as Integral to World Progress
Two leaders focused on a very different way of manifesting higherorder values then the leaders mentioned above.

Rather than speaking of

economic and social inequity, they saw the task of child-rearing as carrying
significance well beyond the immediate

family. Leader B expresses this

concept most eloquently; notice how the concept and practice of parenting
evolved from political/social movements:
Leader B

(Talking about his college years) In the next year or
two the feminist movement started and gay rights
and that was all tied up in the war movement. All
those things kind of helped me to make non¬
violence not a specific tactical way of thinking but
more something that is part of my whole life. It
comes into the way I perceive things and what I'm
going to do and not going to do.
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Phyllis

So how does parenting fit into that. You were
talking about being a parent.

Leader B

The only way significant change will happen
is when people start nurturing each other and
treating each other better and its much easier to do
that if you are raised that way yourself.

Leader G actually

uses

parenting

as a metaphor

for

his

new-found

management style in the following sequence:
Leader G

Raising kids with this holistic approach to child
development is helping me to participate in a way
that I think is right for me. It's very significant.
Very transformative. This whole process is not
only about growing children, it's about growing me
more as an individual. Its not just about
parenthood, it's about how you relate to the world.
Managing people is kind of like the parenting
thing. Everything washes off when you tell people
what to do rather then have them find their own
direction. It's valuing another human being. It's
what I want for my kids. It's what I want for the
people who work for me. That's what it's all about.

These examples from seven of the eight leaders not only seem to
support a deep concern for the end values of justice, equality, and human
integrity, but viewed collectively may tell us what the entire leadership
context might be like in this organization. These individuals were not asked
about their deepest convictions, but as evidenced above, their heartfelt values
thoroughly permeate their thoughts and feelings.

This qualitative data

underscores and supports the exceptionally high results on the Defining
Issues Test. But since the transformational leadership scores did not reflect a
relationship with the DIT results, there is a possible implication that higher-
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order values and post-conventional thinking may not correlate with an
individual's ability to practice transformational leadership. A more in-depth
discussion of this phenomenon will follow in the next chapter.

Advocating Principles While Remaining Open to Inquiry
This last criteria—the ability to genuinely accept and invite

real

feedback and criticism—carries perhaps the greatest weight in this discussion,
if for no other reason then it is cited by every researcher and theorist in both
management
complexity.

and

constructivism

Argyris'

entire

as

schemata

a

hallmark

and

of

social

organizational

cognitive

intervention

techniques focus on helping managers create climates that enable people to
speak honestly, avoid forceful advocacy for the purpose of convincing and
winning,

and model

critical

self-examination

of concepts.

Similarly,

transformational leaders demonstrate the ability to change rather than accept
the culture, and encourage employees to continually question and participate
in the process.

And Kegan's last stage, the Interindividual, hinges on the

ability to question the very self that runs the organization—a kind of psychic
administrator who modulates and adjusts the system.
When the data was scrutinized for this somewhat rare ability, an
interesting piece of information emerged: only one of the eight leaders made
specific and repeated mention to it, but, as shall be seen by the remarks of
workers and other managers, many feel that the verbal empowerment to
question has become an intrinsic part of the organizational culture.
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Leader A, the highest scorer on the MLQ with consistently high scores
in all areas and clearly the most crucial player in the organization,

dwells

extensively on this issue as central to himself and his role. Let's peruse some
of his comments culled from discussions.
•

(In response to his function in the company) My role is to foster a climate
that people can respond to. To bring up ideas and not feel threatened by
having them shot down.

•

(In response to what he perceives as a liability of his management role)
To ignore other people. To play god. To believe in a certain sense of
omnipotence and to not listen to what other people have to say, their
perspectives.

•

(In response to the question, "How do you know if your assumptions are
correct?") The way people react to you. I deliberately try to set up that end
by saying to everybody, "Please, please tell me when the emperor is
wearing no clothes. Please, you're the ones that have to tell me what to
do."

•

(About staff meetings)
You should see the way our meetings are
conducted. I have a tendency to verbalize too much. Overexplain. And
people kid me all the time. It's become a joke around here that people
have to tell me to shut up. But I want that because I want people to feel
empowered to say to me, "No, it's wrong. I fundamentally disagree with
you." Then we can talk out all the issues and decide where to go. It's my
safety net to encourage people to disagree with me.

•

(About staff communication) I'm a firm believer in the Socratic method,
but I can't do it for you. I ask people to participate in this. Keep talking.
Every quarter we have two-hour discussions with everyone in the
organization. I want people to tell me their doubts—maybe they have a
point I need to listen to or I haven't thought of.

Clearly, we have in these remarks a leader who is deeply committed to
not only hearing the voices of others, but deliberately fostering a climate that
promotes safety around dissent. This ability in Leader A was duly noted by all
who worked for him.

One worker said, "I regularly go into his office, close

the door, and beat him up. He likes that."

Another individual states, "He
%

isn't threatened when people disagree at all. He views it as a strength of the
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team." And another, who views himself "as a good foot soldier, but not a
leader," has this to say about Leader A: "I have the opportunity to be heard at
any time. I can ask him anything and I can have his ear. I have access when I
want it." Perhaps, most telling of all is a comment from another key manager
in the organization about Leader A's unique ability to not only listen, but
incorporate other's perspectives: "Leader A always works within the context
of a team and I represent a part of the business for him that he doesn't have. I
notice and I know that he listens very closely to me and modifies his
/

decisions based on what I have to say."
As we shall see in the next section, this attitude, so specifically
articulated by Leader A and confirmed by those who directly work with him,
was echoed as an umbrella theme of the entire organization. This brings us
to the last piece of this inquiry which concerns itself with how the employees
in the organization experience their work environment.

Themes in the Organizational Culture

As was described in Chapter 3 on Procedures, a sample of 18 employees
were interviewed and asked questions about how they experience their work
and work environment. In order to get the most candid responses from these
people, these interviews were not arranged by appointment

and were

conducted over lunch, in the warehouse, and as trucks were being loaded
with produce. The employees were selected randomly; if someone seemed
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available, I approached him/her and asked if they would be willing to briefly
discuss what they would miss most if the company closed its doors tomorrow
and if there was anything unique about this organization as opposed to other
experiences they may have had. The goal of this portion of the design was to
see if there were any patterns in their responses that would tell us something
about the overall organizational climate. All of these employees reported
directly to one of the eight managers and everyone had been thoroughly
exposed to Leader A—the manager with not only the highest social cognitive
assessments and transformational leadership scores, but the leader who
demonstrated the strongest ability to be open to inquiry. Reviewing the
transcripts from these interviews, workers in this company consistently made
mention to the following themes:
•

the company as a community/family

•

the lack of hierarchy

•

the informal atmosphere

•

the freedom to voice one's opinions

When viewed collectively, these four concepts seem to suggest that exposure
to transformational leadership sets a particular kind of stage for managers to
act out their specific leadership abilities.

The Company As Community/Family
The company, consisting of 125 employees, is housed in a building of
small to moderate size where workers have ample opportunity to see and
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interact with one another.

Size alone, however, does not explain the very

strong ethos of community that workers allude to in statements such as the
following:
•

I know, respect, and love these people in a way. It's more than just a
job. It feels like a family.

•

The only thing I'd miss is the people, I guess. I have lots of contact
with purchasing, the warehouse, pre-order sales. There are a lot of
great people here.

•

I would miss the people. . . the environment. It's my second family.
I'm intertwined with everyone.

•

There's an aura of intimacy that is part of the culture of the workplace.

•

I would miss the people here. I would worry about them.

Sixteen of the eighteen people interviewed mentioned that this organization
felt and functioned very much like a family, so much so that one employee
said, "It's far too personal here, too chummy.

I guess in a way it's a plus, but

not when it interferes with work. Actually, it's too much of a burden on m e
emotionally."
Lack of Hierarchy
Once again, there seemed to be almost overwhelming consensus—16
out of 18—that employees felt on an equal level with managers:
•

Managers and supervisors treat you very much like a peer. They never
feel superior to you. You can go to any of them at any time with a
problem.

•

My supervisor treats me like an equal and things flow very smoothly.

•

In the other place I worked at you would see groups of people sitting
together in the cafeteria based on the kind of job they did. When you
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walk in the kitchen here to have lunch, you sit with whoever is sitting
there. There are no groups.
•

There's no pecking order here. Well, I mean people have different
level jobs with different pay scales but that doesn't stop them from
talking and listening and discussing problems or whatever is on your
mind.

•

In my last job I had to address my boss as Mr. So and So in front of
other people. Here everyone is on a first name basis—no double
standard.

•

There are no boundaries with personnel. I love that. Just an easy
conversation with anybody in the building.

Informal Atmosphere
A casual, relaxed working environment was noteworthy for 13 of the
18 people interviewed.

Interestingly enough, dress codes figured fairly

prominently in people's discussions of what they would miss if they were to
leave the company. "They're very casual about clothes here—you can wear
anything you want and I love that." Several women made specific mention
to the lack of stockings and heels, as four men expressed their relief about
never wearing ties or jackets. One manager summed it up as an "ambiance of
jeans and Birkenstocks," while another said "You don't need a uniform here
to be appreciated for who you are and the part you play. I don't need a facade
of a nice suit. It's very important now that I think about it."
Beside the notion of dress codes, the working climate was described in
the following ways:
"laid-back,"

(4 times)

"easy,"

(3 times)

"easygoing,"

(2 times)

"casual"

(6 times)
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"someone isn't looking over your shoulder all the time,"

(4 times)

"you can laugh and have fun while you work here,"

(1 time)

Freedom to Voice Opposition
Perhaps more than any other characteristic, the safety and security that
members feel when voicing their thoughts, was dramatically expressed.
Seventeen out of eighteen employees made mention to the freedom to
criticize, comment, or argue about current policy or decisions.

Below is a

compilation of these references which point toward an organizational norm
that invites participation:
•

I would miss the culture that I'm used to. . . the accessibility to the top,
to speak my mind.

•

The difference between here and other places is that it is very common
to disagree and to do it openly in front of anyone, in any forum.

At

staff meetings. Board of Director meetings, in hallways.
•

There's a certain amount of status here in raising issues.

•

What you see is what you get here. People don't hide agendas. In the
corporate world this is a refreshing change.

•

This culture here promotes dissent.

•

Anyone, I mean any one, who articulates an idea and quantifies it will
be heard here and that suggestion integrated if possible.

•

There's no pecking order here like in other places I've worked.

You

can go into a manager's office and tell 'em what you think of what they
just did on the floor or something.
•

It's about the same here as other places.

Except there's an open door

policy and I like that. No one minds if you got a problem or you think
you can do something a better way. They even listen to you.
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In summation then, this representative group of employees apparently
share and hold in high esteem the organization's capacity to treat them as a
integral part of a group, the lack of a strict hierarchy with attendant codes of
behavior, the relaxed atmosphere that provides greater autonomy in terms of
dress

and

fulfillment

of

responsibilities,

and

encouragement, to express their own opinions.

the

freedom,

if

not

This then gives us some

understanding of the broader context in which our leaders manage their
staffs.

How all of this data, the results of the Multifactor Leadership

Questionnaire, Defining Issues Test, Subject-Object Interview, and qualitative
interview data from the leaders and the workers all fits together will be the
subject of the next chapter.
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CHAPTER 6

PUTTING THE PIECES TOGETHER

Introduction

To recap the intention of this study for just a moment, the purpose of
the work presented here was to explore the relationship

between the

transformational leadership abilities and the cognitive capacities of eight high
level managers to see if, as has been theoretically speculated, there is indeed a
connection between the two.

A secondary investigation, which was an

offshoot of the primary question, was to discover how the workers of the
organization experienced this relationship.
As was implied throughout the preceding chapters, the goal was to gain
more insight into the leaders, the followers, and the organizational culture
then if the question was formulated as a null hypothesis.

In other words,

more then just a positive or negative relationship between transformational
leadership and cognitive developmental level, the search was for the extent
and the degree of the relationship as well as for illustrations of cognitive
complexity consistent with a broader paradigm and context for leadership.
Amidst all the quantitative and qualitative data retrieved over the past year, a
few nuggets rise to the surface and seem worthy of further discussion.
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Analysis of Transformational Leadership, Kegan Scores, and Illustration*
of Cognitive Complexity

Both the quantitative and qualitative results presented in Chapter Four
imply

a

possible

relationship

between

the

Questionnaire and the Subject-Object Interview.

Multifactor

Leadership

Three of the four highest

scoring leaders in transformational components had a Kegan assessment of
Stage 4(5)—the Institutional stage with movement into the Interindividual.
This relationship was evident on the lower end as well; the lowest scoring
manager in transformational

characteristics was also the

lowest Kegan

score—Stage 3/4 Interpersonal. This finding supports the perspective of some
of the theory-building presented in Chapter 2 which states that the individual
embedded in

the

transformational
minimum

Interpersonal
leadership.

does not

The

results

of Stage 4 development

have

the

skills

also imply that

is required, it is more

to

practice

although

a

likely that

transformational leadership will converge in those individuals who are
beginning to move

out of 4 and into

Stage 5.

The

results of this

developmental protocol is also useful in explaining more about the results of
the Multifactor Leadership Questionnaire.
The discrepancy between the way managers scored themselves and the
way they were scored by their workers on

the

Multifactor

Leadership

Questionnaire tends to confirm the limitations of Stage 3 leaders.

As was

discussed in Chapter 4, those managers who were the least transformational
in the eyes of their employees, gave themselves the highest ratings on the
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identical questions in the MLQ.

It is possible that the lower the Kegan score,

the lower the ability to differentiate self from other, making it more difficult
for an individual to see themselves as others see them.

Conversely, the

higher scoring leaders saw themselves in much the same way as their
employees saw them.

Individuals at Stage 4 may have a more accurate

picture of themselves and their relationship to others because they are more
capable of taking the perspective of 'other' while looking at the self—clearly, a
critical characteristic of both cognitive complexity and transformational
leadership.
This quantitative information appeared to be supported by the level of
complexity in leaders' articulations of developing others and their ability to
remain open to inquiry. Three of the four highest scoring managers in both
Kegan stage scores and transformational leadership characteristics discussed
the notion of developing workers in fairly sophisticated terms.

For these

leaders, development meant assisting people in acquiring necessary tools to
reach their own decisions and potential and their role as managers meant
facilitating the process whenever possible. But for lower staged individuals
with lower MLQ scores, developing others meant helping people understand
more about the leaders' goals or the organization's plan in a conflict free
environment—a construction that is consistent with Stage 3 mutuality.
Similarly, the notion of remaining open to inquiry took on different
constructions that related to the manager's social cognitive

stage and

transformational leadership scores. Leaders with higher scores seemed to be
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more open to genuine debate because they were sensitive to the limitations of
their thinking and deliberately invited the perspective of others to help them
sort through issues. Although leaders with lower scores in theses areas were
also open to discussion, the purpose of the interaction was to iron out
conflicts or to help the worker see the manager's perspective.

Since the

movement from Kegan's Stage 4 to Stage 5 is fundamentally a progression
toward the questioning of the very system by which the individual functions,
this kind of openness was very evident in Leaders A and E and

to lesser

degrees in Leader F and C—all moderate to highly transformational leaders.
Therefore,
relationship

a summary

statement

been transformational

in this investigation

leadership,

Kegan

stage score,

increasingly complex perspectives on developing employees
remaining open to dialogue and inquiry.

reflects a
and

as well as

The following chart summarizes

this relationship:

Table 16
The Relationship Between Transformational Leadership, Kegan
Stage, & Cognitive Complexity
Kegan
Stage

Developing
Others

Openness to
Inquiry

TRANSFORMATIONAL
LEADER

4(5)

For the increased
growth of workers &
leaders

For the purpose of
continued self¬
development

TRANSACTIONAL
LEADER

3/4—4

For confirming the
leader’s perspective

For the purpose of
confirming the self¬
system
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Analysis of Transformational Leadership, PIT Scores, and End Values

If the above section suggests a pattern of connection, this next cluster
reflects the exact opposite: no real relationship was found between the second
cognitive measure, the Defining Issues Test scores, and the MLQ.

Leaders

who were clearly transformational in their behavior scored in the same 'high'
range in the DIT, as did leaders who were not as transformational. The
qualitative evidence supported the group's very high DIT scores and clearly
reflected the end values, i.e. values concerned with liberty, justice, equality, as
expressed by two underlying themes.

Five of the leaders focused on the

regulation of global economic inequity and injustice as a means toward a
more just world and two perceived responsible and committed parenting as
integral to the well-being of the planet.
As has been alluded to before, this limited data represents a thorn in
the side of some of the theoretical conceptions previously presented in that it
suggests that the notion of values and moral reasoning skills may be a
separate phenomenon from transformational leadership.
post-conventional

thinking

was absolutely

critical

to

Burns felt that
the

practice

of

transformational leadership (1978) and indeed, in this study, the two leaders
who had the highest MLQ scores also had the highest DIT scores.

But the

very high DIT scores, as reflected in the least transformational

leaders,

suggests that moral reasoning or commitment

may be
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to end values

independent from the ability of an individual to practice transformational
leadership.

In other words, moral reasoning may be a component in the

transformational paradigm—an ingredient, so to speak—but this ability is
still housed within a larger cognitive system which may regulate how, or
even if, an individual converts these values into actions.
The charts that line up developmental theories often place Kegan's
Interpersonal Stage along side Kohlberg's Conventional Level implying a
cognitive consistency within the individual embedded in interpersonal
concordance and the self that is committed to the group or institution rather
than universal principles. The data from this limited study does not always
support this kind of consistency.

Leader E, who showed movement into

Kegan's Interindividual Stage, also relied on Kohlberg's Stage 4 reasoning
which focuses on maintaining existing roles. Leader B, on the other hand,
who reflected Kegan's Interpersonal Stage relied on Kohlberg's Stage 5A just
as much

as Leader A who again showed

Interindividual.

movement

into

Kegan's

Maybe a critical piece of information emerges from this

sideline: human development is not always even, nor is the process tidy. In
an attempt to understand even one aspect of human behavior, in this case
leadership, extreme caution and care must be exercised when using terms that
tend to umbrella several theories.

The Leadership Context
Another

factor that should

not

be minimized

when

trying

to

understand how and why leaders function the way they do is the social
context of an organization. Social consciousness, environmental issues, and
decisions about what is the "right" way to conduct business in a capitalist
society are all integral parts of the daily conversations and interactions of the
company. Since ethics and morality inform so much of the conversation, it
may be that this organization attracts individuals who are preoccupied with
issues of moral justice before they arrive or become preoccupied with it
because of the company they keep.

In fact, all but two of the leaders stated

they came to this organization because of its well-known political affiliations
and policies about social diversity and environmental consciousness.

One

leader, who admittedly was simply searching for any high-level management
position in an organization, discussed how the ethics and what he called the
"culture" of the organization was impacting on his way of thinking. During
an interview about his work. Leader D states, "I didn't necessarily come here
concerned about how food is grown and that kind of thing. But what we do
here is coming to have growing value and meaning to me every day, every
month."
The mean score for the group on the DIT was 55.8—by all standards
that places them at a fairly high level of moral reasoning ability. Nancy Popp
who assisted in coding the Subject-Object interviews, remarked several times
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in the margins of the transcripts, "Very impressive set of values here." All
managers relied heavily on Stage 5A, which directly appeals to consensus
producing procedures that guarantee minimal human rights for all—an ethic
that speaks directly to the cooperative movement of which this organization
is a part. It is possible then that the high level of moral reasoning skills may
be more related to the organizational culture and what that culture pulls for,
then to transformational leadership abilities.

As will be indicated later on,

disentangling the organizational culture from the way a manager leads, may
be an interesting question for further research.

How Workers Experience the Organization

The last piece of the study which attempted to explore how workers
experience the climate that leadership creates provided some interesting
information, if for no other reason that there appeared to be agreement
around four central themes. It has been suggested that transformational
leadership trickles down and ultimately effects how much
individuals will contribute to their work environment
Avolio, Bebb, 1987).

extra effort

(Bass, Waldman,

In this organization not only is transformational

leadership demonstrated fairly frequently by at least four of the eight leaders,
but

even those who scored lower on the MLQ are nonetheless deeply

involved with higher levels of moral reasoning and consciousness of human
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rights.

This collective leadership profile in the organization seems to be

strongly felt by the workers as demonstrated in the table below:

Table 17
Themes as Expressed by Workers
Theme

Number of Workers Expressing Theme

The Company as a Community/Family

16 of 18

Lack of Obvious Hierarchy

16 of 18

Informal Atmosphere

14 of 18

Freedom to Voice Opposition

17 of 18

The very high agreement around these specific themes emerged from
employees working with transactional and transformational leaders. Perhaps
the combination of strong moral reasoning abilities and transformational
leadership has resulted in a climate where employees who don't have equal
power feel comfortable with management and connected to each other.
Seventeen out of eighteen workers clearly expressed their confidence about
speaking out and having their voices heard. All of the managers expressed
the same ability to directly address the CEO even when their ideas or thoughts
were in direct opposition to that individual.

He, in turn, expressed freedom

of speech and open inquiry as one of his deepest convictions—hallmarks of
the Model II manager.

This scenario brings to mind what Bass and his

colleagues have called the "falling dominoes effect" (1987); what this implies
is that once a key leader in the organization demonstrates transformational

114

skills, it strongly increases the chances for others to follow suit in a "cascading
effect" that resonates throughout the organization (p. 83).

Where Do We Go From Here?

What seems clear is that the behavior of leaders may not be as flexible
or adaptable to a variety of situations as some may have believed (Hersey,
Blanchard, & Natemeyer, 1979).

An

individual's

cognitive

stage, as

measured by Kegan, does seems to be the most influential factor in the ability
to become a transformational leader.

The moral reasoning abilities of

managers, although not directly related to transformational capacities, might
also

contribute

to

the

creation

transformational leaders function.

of

a

work

environment

that

helps

In this limited study of eight, white,

middle-class, educated managers in an alternative industry there appears to
be agreement between the values of the managers and the workers in the
organization.

Whether such concordance could occur in an organization

with more diversity in the leadership sample is an intriguing question that
future studies might look at.
Let us return for just a moment to where we began this investigation—
to the theorists and practitioners whose lifelong query inspired and gave
support to the questions asked here.

In both Robert Kegan's latest book. In

Over Our Heads and William Torbert's The Power of Balance, both men seem
to reach very similar conclusions about the demands on leaders in the 21st
century.

Both

authors

seem

quite convinced
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that in

order

for

any

institutional endeavor to succeed , whether it be that of higher education or
business, leaders need to cultivate what Kegan has called the "fifth order of
consciousness" and Torbert has labeled the Magician stage.
Kegan states: "Except for William Torbert, who explicitly incorporates a
constructive-developmental

perspective,

approaches to conflict resolution—not

none

of

the

psychological

the efforts of pioneering

social

psychologists, nor the more recent work of the family therapists or the
organization developmentalists—attend to the individual's development of
consciousness. As a result, none of these theorist-practitioners is in a position
to consider the demands their respective curricula make on mental capacity
or to assess a person's readiness to engage their designs." (p.321)

That is

perhaps why Argyris' efforts to train leaders has met with such frustration
(1991).
The stakes for the future seem high and the task of creating more
cultures where higher levels of cognition are needed is a demanding goal.
States Torbert:
Put abstractly, such power operates through peer cultures, liberating
structures, and timely actions. Cultures are truly peer-like, structures
are liberating, and actions are timely, if they simultaneously promote
widening inquiry about what is the appropriate mission, strategy, and
practice for the given person or organization or nation, while
accomplishing established objectives in an increasingly efficient,
effective, and self-legitimizing manner. Quite a trick! If we can really
discover the principles and the practices of such organizing and such
acting, we will have discovered the key to ongoing legitimacy, vigor,
and competence for governments and businesses, as well as for social
science and higher education, (p. 232)
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It seems that in the organization and leaders described in these pages
there is some semblance of the organizing principles that Torbert is referring
to. The leaders, both the more transactional and the highly transformational,
all demonstrated an extremely sophisticated moral reasoning ability that may
have helped to craft an organizational context. The workers, in turn, seemed
to feel integrally related to the company, their jobs within it, and to each
other.

And the relationship between Kegan's conception of the spiral of

human

development

did

reflect

in

the

transformational/transactional

paradigm. What this study lacks in breadth, it makes up for in depth;
consequently, the results, although by no means transferable to a larger
population without more empirical data, may perhaps add to the existing
research by providing a solid design for further studies.
Each part of the work—the Multifactor Leadership Questionnaire, the
Defining Issues Test, the Subject-Object Interview, the qualitative interviews
with workers and leaders—provided a different lens with which to ask the
same questions.

It seems, however, that the DIT may not be the most

appropriate measure of leadership ability or an accurate indicator of cognitive
capacities. It is useful to remember that the DIT presents individuals with
only the most hypothetical and abstract situations; ultimately, the test may be
more of a reflection of intellectual reasoning skills than moral reasoning
abilities. Unlike the Multfactor Leadership Questionnaire, which has a check
on how leaders think about their own skills because employees answer the
same questions about their supervisors and the Subject-Object interview
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which is interpreted and coded by two people, the DIT is a self-report with no
built-in reality check.

Therefore, it is strongly recommended that further

researchers in this field find another protocol that is a more interactive and
appropriate measure of the ability of an individual to act in a moral way.
Although,

in

the final

analysis, there

is no

glib

formula,

this

organization seems to have a solid blend of transformational leadership and
cognitive complexity, and a clear sense of purpose.

When

these factors

combine, the result seems to be a company where both the workers and
managers feel valued, and the mission continues to evolve.

As this study is

being concluded, the company is undergoing a major transition into a more
competitive market. It would be interesting to see how they fair and if they
can transform themselves as effectively in the future as they have in the past.

Recommendations for Further Research

Although some tentative conclusions were reached from this study, it
has provoked more questions than answers. If one were to follow the line of
reasoning presented here, several areas require further exploration and might
help to provide a more complete picture of the

relationship

between

cognitive complexity and transformational leadership .
As was explained in Chapter 3, a more progressive, socially conscious
organization was deliberately sought as a site for this work; it was hoped that
this would increase the likelihood of finding transformational leaders to
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work with. Although this did prove to be true, it also added a very specific
social and organizational context to the study which may have strongly
effected not only the leaders, but the workers as well. Two interesting
possibilities for further research emerge from this fact alone:

What would

the outcomes be if the same design was located in a very traditional company
that was not necessarily preoccupied with distribution of economic power or
producing healthy foods?

and

socially conscious organization?

Would the results be similar in another
In other words, attempting to unravel

context from leadership may either reinforce what was learned in this study
or

help

to

clarify the

impact

of

organizational

context

on

leaders'

development.
Another

direction for study centers around the research sample.

Curiously, seven of the eight leaders are between the ages of 41 and 48 (see p.
55). This means they have come of age in a unique historical period in our
country's development and all eight were actively involved

in political

movements. What effect does cohort have on their cognitive development?
It would be most interesting to see if there is a relationship between age, social
cognitive development, and transformational leadership by designing a study
that includes leaders from different generations.

The same concept might

apply to educational level; once again, all of the leaders in this company had
at least two years of college and five of the eight had a four-year degree. What
effect

does

educational

level

have

on

development

and

therefore,

transformational leadership? By shifting the setting and the sample so much
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more information could be gained; equally as exciting is the notion of a
longitudinal study.
This dissertation focused on a particular moment in time in the life of
an organization.

The CEO had only been there for three years and two

managers were there for only one year.

At most, this presentation is a

snapshot, but what more could be gained by looking at the same organization
over time. Does the leadership itself go through developmental shifts?

As

the workers change and/or the economy and/or the context, how does the
trend in leadership change? This study was conducted from the top down in
the sense that the focus was on the leaders and how their social cognitive
level impacted the workers. But how interactive is the process if we examine
it from the workers' perspective first?

As one study cited earlier asked, to

what degree do the workers' developmental levels impact on the kinds of
leaders that an organization chooses (Amey, 1991)?
Continuing discussion and research can only help to move this merger
between constructive developmental theory and transformational leadership
forward. It appears to be a path worth exploring if organizations are to gain
more insight into the capacities of individuals to be effective leaders capable
of moving

workers to greater levels

autonomy.
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of personal

accomplishment

and

APPENDIX A
TABLE FROM THE POWER OF BALANCE DEMONSTRATING
METHODOLOGY FOR DATA COLLECTION
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Table 18
Governing Frames at Successive Developmental Stages
Stage

Name

Governing Frame

1
2

7

Impulsive
Opportunist
Diplomat
Technician
Achiever
Strategist
Magician

8

Ironist

Impulses rule reflexes
Need, interests rule impulses
Expectations rule interests
Internal craft logic rules expectations
System success in environment rules craft logics
Principle rules system
Process (interplay of principle/action) awareness
rules principle
Intersystemic development awareness rules process

3
4
5
6

Table 19
Distribution of Managers by Developmental Position in Six Studies
Samples:
n

Developmental
positions:
Impulsive
Opportunist
Diplomat
Technician
Achiever
Strategist
Magician

Study 1
First-line
Supervisors
(37)

0%
0
24
68
8
0
0
100%

Study 2
Nurses
(100)

Study 3
Junior &
Middle
Managers
(177)

Study 4
Senior
Managers
(66)

Study 5
Executives
(104)

Study 6
Entrepre¬
neurial
Professionals
(13)

0%
2
9
54
31
4
0
100%

0%
5
9
43.5
40
2.5
0
100%

0%
0
6
43.5
33
14
0
100%

0%
0
3
47
39.5
14
0
100%

0%
0
0
22
39
39
0
100%

15. Scoring of the first five studies done by professionally trained raters, based on
Loevinger, J., 1978, Measuring Ego Development, vols. 1 & 2, San Francisco: Jossey-Bass.
Study 1 is by Smith; Study 2 is by Davidson; Study 3 is by Torbert; Study 4 is by
Gratch; Study 5 is by Quinn and Torbert; Study 6 is by Hirsh (using a distinct, textual
analysis of tape recorded interviews to measure stage). Citations follow: Smith, S., 1980,
Ego Development and the Power of Agreement in Organizations, unpublished doctoral
dissertation, George Washington School of Business and Public Administration; David¬
son, J., 1984, The Effects of Organizational Culture on the Development of Nurses, unpub¬
lished doctoral dissertations, Boston College School of Education; Torbert, W., 1983,
Identifying and cultivating professional effectiveness: “Bureaucratic actions" at one
professional school, paper presented at the annual meeting of the American Society for
Public Administration, New York; Gratch, A., 1985, Managers' prescriptions of decision¬
making processes as a function of ego development and of the situation, unpublished paper,
Columbia University Teachers College; Quinn, R., & Torbert, W., 1987, "Who is an
effective transforming leader?" unpublished paper. University of Michigan School of
Business, Ann Arbor, MI; Hirsch, J., 1988, Toward a Cognitive-Deelopmental Theory of
Strategy Formulation Among Practicing Physicians, Ann Arbor MI: University Microfilms
International.

* Table numbers have been changed from the original text.
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LETTER TO ORGANIZATION EXPLAINING PROJECT
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October 17,1994

Dear
Thank you so much for your time and involvement with my research proposal; I
am terribly excited by the possibility of using_as a primary
cite. The following is, hopefully, a clear summary of the questions I am
exploring, along with a statement of how this work can be of benefit to your
company. The more I think about it, the more I believe that an organization such
as_would be a perfect setting for this project since it is my
impression that strong, innovative, and socially conscious management is an
integral part of the company's philosophy.
What's the Study About:
I am investigating the relationship between how leaders think or make meaning
of their world and how they act or behave in their leadership roles. Very recent
research in the field of management has proven that the model of
transformational leadership has powerful and far-reaching positive effects.
Namely:
•

increased worker satisfaction (Singer & Singer, 1985,1986,1990)

•

increased worker productivity (Bass, 1985; Yammarino & Bass, 1990)

•

improved group process for workers and management (Bass, Avolio, & Bebb,
1987)

•

increased personal empowerment (Roberts, 1985)

And yet, despite costly workshops designed to foster transformational
leadership, it is still very unclear why one leader chooses this model over its
more commonplace partner, transactional leadership—that is leadership which
focuses exclusively on the employer/employee contract rather than the
individual within the organizational context. It is my hypothesis that the choice
of leadership model is directly related to the fundamental values and world view
of the leader and not associated with a set of learned skills.
What's In It For_:
There are several ways that this study could be of benefit to your company:

For the Leaders
People who have participated in this kind of work have found the results to be
extremely valuable to their continued evolution as managers. The tools I will be
using can show managers their areas of strength and weakness as others perceive
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them and as they perceive themselves. Indeed, many organizations are already
using these instruments as a way of matching their institutional needs with
potential managers skills. For____ the information could generate
some powerful insights for individual change and growth. One manager who
participated in a similar study at the Center for Creative Leadership in North
Carolina stated, "I expected that we would put together a plan for me to act
differently. What I got hit with was a challenge to be different." All information
would be absolutely confidential, but willingly shared with the leaders involved.
For the Organization
Although each leader's management style, interview results, etc would be
confidential, that does not preclude an analysis of some very critical company
trends and patterns. In other words, the data would yield very useful
information:
•

Is there a discrepancy between how the company speaks about itself as an
organization and the kinds of leaders it is hiring to fulfill that mission?

•

Are there patterns within the organization that may help in future hiring?

•

Is there one particular strength or weakness that repeats itself throughout
diverse departments and leaders?

Examining these trends and connections might be very beneficial to the entire
company and I would certainly be willing to prepare a report and conduct an
informational session with accompanying recommendations.
For the Employees

Leadership effects the daily lives and performance of constituencies in both
obvious and subtle ways. There is no greater way to move forward than by
helping managers to examine and become conscious of the impact they have on
the values and quality of life in the marketplace. The enormity of the leadership
role is worthy of examination and the direct benefits to employees of solid,
caring, productive leadership is incalculable.
What Needs To Be Done:
a) The first step is to have employees complete a Multifactor Leadership
Questionnaire to locate transformational and transactional leaders within the
company. This test may be taken home and then returned to me; the
approximate time involved is 1 hour, the results are completely confidential, and
participation must be voluntary, but encouraged by the organization. The
delivery of the protocol could be done at staff meetings or through inter-office
mail.
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b) From the results of this questionnaire, six leaders (a leader is defined as an
individual with supervisory responsibility for 4 or more employees) can be
identified and invited to participate in the study.
c) The remainder of the time would be spent with these selected leaders in the
organization. I would need approximately 6-8 hours per leader over the course
of several months to explain the study and conduct interviews and observations.
This would all take place, of course, at the convenience of the manager. All
information would be completely confidential and voluntary although I would
be happy to share the results with the selected leaders.

I hope this overview of my research project will persuade you of its value. As
you know,_, I have documentation and papers if you would like more
information. I am hoping to begin the actual on-cite work by mid-November, so
if I can help deliver this information in any way, please let me know. Thank you
so much for considering this; I hope your company will see this project as
advantageous.
Warmly,

Phyllis Benay
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Rising above fatigue, loneliness, and fierce opposition, rare kinds of leaders seek noth¬
ing less than organizational transformation. Here’s how.
■ by Thomas A. Stewart

HIS IS the stupidest thing I’ve
ever done. The guy at the top
gets killed.” Doug Cahill was
about to take an urgent phone
call. A few months before he
had kicked off a bold reorgan¬
ization at the division he heads at Olin that
makes chemicals used in swimming pools. In
the new structure there are only two titles,
coach and teammate.'A lot of people pro¬
tested at the time. On the phone now: the
coach at a factory in Livonia, Michigan. An
employee had looked up his own name in
Olin’s just-revised phone book and found
that he, alone among his colleagues, was list¬
ed with his old title, accounting manager. In
the ionized atmosphere of an organization
in the middle of profound change, the man
felt as if he had been hit by lightning. Was
this a message? Was he not on the team?
Was he being told to look for another job?
Shaken, he went to his coach, who called
Cahill—a word from the Ubermensch would
mean a lot. To add weight to his reassu¬
rance, Cahill tracked down the person who
had redone the phone book. A simple typo:
She had skipped a line. A call to the plant,
and the man was calmed. Surely, though,
Cahill, a guy responsible for over $250 mil¬
lion in annual sales, has more important
things to do? “Hell, yes,” he laughs. Then,
seriously, “But it was important for him.”
Want a tough job? Try leading an organ¬
ization through major change—a merger,
say, or reengineering, or a devolution of
power from a hierarchy to teams. Almost
without exception, executives claim it’s the
hardest work they’ve ever done. Says Jayme
Rolls, a psychologist and consultant in Santa
Monica, California, who makes a specialty
of helping leaders bear the trials of transfor¬
mation: “Energy is sucked out of these peo¬
ple at an enormous rate—it’s depleted from
above and from below.”
That doesn’t mean they don’t keep at it.
Reporter Associate Ricardo Sookdco
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Wherever you look, it seems companies
have concluded that the competitive rigors
of the new economy—the demand for speed
and global reach, the struggle to respond to
the increasing oomph and persnicketiness of
customers, the need to exploit information
technology—are too big and too urgent to
be addressed by anything less than change
on a grand scale. Says Jerre Stead, CEO of
AT&T Global Information Solutions (which
was NCR before it was acquired): “If you do
incremental change, you’ll never get there.
It’s not just this wild industry”—computers
and communications—“where there’s a real
need to make enormous changes quickly.
Look at financial services. Look at retailing.
It’s true of all industries.”
Profound change makes terrible demands
on leaders. Says Rolls: “When you’re trailblazing, by definition you have different val¬
ues from your management”—both the
people you work for and those who work
with you. The risk of failure is great. Snipers
and cynics may be waiting anywhere—high¬
er up in the company, among peers, among
subordinates. Says the change-minded new
head of a research and development unit at
a chemical company: “I had no idea, when I
came in the door, that people would be lying
in wait with guns.”
Major change calls for the kind of leader
of whom few are bom and not many more
raised. Transformational leaders, they’re
called, in line with the thinking of Pulitzer
Prize-winning historian James MacGregor
Bums. In Bums’s studies of political leader¬
ship, he distinguished between “transaction¬
al” leaders, who generally have modest
goals and enlist cooperation through deals
—jobs for votes, bonuses for reaching sales
targets; some people call these folks mere
managers—and “transforming” leaders,
whose means and ends are nobler. A trans¬
forming leader will horse-trade too, if he
must, but (Bums wrote) chiefly he “looks
for potential motives in followers, seeks to

satisfy higher needs, and engages the full
person of the follower.” If that sounds
vague, that’s the point: There is no science
of transformational leadership, only an art.
There are stories about how it’s done,
though. Here are four of them. Like the
fables of Aesop, they have morals.

HOW DOUG CAHILL GOT
EVERYONE INTO THE POOL
Like a cartoon character who races'off a
cliff and out into thin air, Olin Pool Prod¬
ucts was in trouble without knowing it Con¬
trolling more than half the’market for dry
sanitizer, a chlorine-based treatment _for
swimming pool water,'Po6l Products used to
blame a bad year on the'weather. Then 1993
brought sunny skies but only gray results,
with pressure on margins and a loss of mar¬
ket share to rivals like Great Lakes Chemi¬
cal. Customer satisfaction was low. Orders
were shipping late. General manager Doug
Cahill, 34, began prowling the halls. “I’d talk
to every person who touched that order,
looking for the person to kick. I’d talk to
four people—and all four people did their
job. After three trips of not being able to
kick somebody, I said,
‘This is crazy. It isn’t the
people.’ ” TQM helped,
but not enough.
Doug Cahill ere
One Saturday night in
ed “an organize
February 1994, after weeks
of prowling and asking
tion so flat you
questions, Cahill shut
himself in his den, slapped
could stick it
on an Eric Clapton CD,
and grabbed a sheet of under a door."
paper. On it he sketched,
as he put it, “an organiza¬ Just weeks latei
tion so flat you could stick
it endured—litei
it under a door.” Four¬
teen departments became
ally—trial by fire
eight process teams, with
names like “fulfillment,”
“new products,” and “re-
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Mnirces," ringed around a centra I core la¬
beled "customer." Hie general manager's
job—Cahill's—wasn't there at all.
Monday. Cahill called his boss. Olin
Chemicals President Patrick Davev. who was
traveling, and said only: “I'm about to go
radical on you." Davey said fine. Then Cahill
met with his top people, the future coaches,
handed out the weird, doughnut-shaped or¬
ganization chart and a brief memo, and told
them that copies were going to the entire di¬
vision—and everyone else in the compa¬
ny—in 15 minutes. “We’re going to figure
this thing out as we go along,” Cahill ex¬

plained. “The way we'll begin is by trying to
answer the questions we're going to get."
That evening Cahill commandeered the
cafeteria. At 4:30 he handed each coach
four one-dollar bills and told them to plan a
group dinner—entree, vegetable, salad, des¬
sert—go out and buy the ingredients, then
come back and cook it themselves in the caf¬
eteria kitchen. He gave them an incentive
plan—they’d all get free dinners for two at
a local restaurant if they could do the job for
S3 a head—and a few arbitrary rules: They
could use only one hand, couldn’t talk to
anyone not on the team, and—oh—in the
center of the table they had to place one thin
slice of headcheese and a single shrimp. The
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yelling began as soon as Cahill left the room.
He hung around outside till he heard some¬
one shout. "Chicken! Chicken's cheap!" and
another anted a buck onto the table and
called. “Let's go for the bonus!” Then he left
to pick up some bottles of wine.
Cahill avers it was the best dinner he ever
ate, but restaurateurs know that ambiance
counts as much as cookery. As it happens,
the hokey game began paying off as soon as
people understood the underlying princi¬
ples. By eliminating titles and departments,
Cahill wanted to force people to be respon¬
sible for their work, not for their jobs. As

was insured: The budget was safe; the issue
was customers.
The team was waiting when Cahill arrived
carrying a small package from a deli. He out¬
lined what they'd do: He'd use his clout to
find replacement product—for example,
from an Olin plant in Brazil, where the sea¬
son was ending; the others would get the fac¬
tory back up, salvage what they could, plead
for help and understanding from customers.
He wasn’t going to tell them how: They had
all the knowledge they needed if everybody
helped and nobody played the blame game.
Inside the little package were a thin slice of
headcheese and a single shrimp. Says Weng¬
er “It was our second dinner.”
•- ■•■ >. For pool products, the fire was a defining
v moment Working closely together over the
jg' c next days and weeks, the team soon had the
plant operating, Cahill
**£got Brazilian product,
^‘and Olin’s candor with
Riding a torren
customers became a big
plus when rivals, who
of change at th
were having difficulties of
|heir own, proved less
Oregon utility t
pen about their probems. Sales and profits
leads, Randy
*are up significantly.
Tg The greatest enemy of
Berggren helpc
^change is doubt—includ¬
employees cop
ing self-doubt Washing¬
ton, D.C, consultant An¬
by emphasizing
drew Lebby, who works
F. with AT&T and Coopers
continuity.
& Lybrand, among others,
■likens the leader of a
transformation to the
catcher in a trapeze act, hanging by his knees
and calling: “Yo! Jump! Trust me! I never did
this before either!" Cahill had already re¬
moved many structural barriers to teamwork
by encouraging people to roam around in the
organization, predicating bonuses on team
long as the work got done, any teammate
performance, and—extraordinarily—secur¬
was free to pitch in wherever he could.
ing from his boss a promise not to promote
Bonuses would be based on division profit,
him out of Pool Products for at least three
not departmental goals. Only the customer
years, so the coaches would not fear that a
had to be satisfied, not the boss.
new boss would impose counterrevolution.
Cahill says, “Transformational leadership
ISASTER STRUCK on Friday. April
fails if you don’t let go when people start mov¬
15. right at the start of Pool Products’
ing. Whenever I see the old way creeping in,
big season. A plant fire in Tennessee
I destroy it.” Every major change must en¬
destroyed a mountain of inventory. “We’re
dure a trial by fire, real or metaphorical Pool
screwed." Cahill thought as he called the
Products passed the test when Cahill stomped
coaches to an emergency Saturday meeting.
his own instinct to revert to the old way. Says
His first instinct was to reassert control. Be¬
Wenger: “At this point, we had no more
fore he went to bed, though, Scott Wenger,
doubters."
a former sales rep who now led new-product
Moral: The best way to get wet is to dive in
development, reminded him that the loss
head first
continued
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- 0'- N 0 '? '•. .S.Si'iG R 0 0 VThe transformation ol Zeneca Agricultural
Products began in a den too—Bob Woods's
basement, near Wilmington. Delaware,
where he met in July l‘W2 with nine top ex¬
ecutives of the North American agrochemi¬
cals business of Britain's Imperial Chemical
Industries. Profits were lousv. the market ex¬

pensive to be in—matching a competitor’s
price cut had just cost S25 million—and in¬
ventories were out of control. As Canadianborn Woods. 51. saw it. the challenge was:
“Solve the problem or you don’t have a busi¬
ness; solve it or you don't have a job.”
Though no one at the meeting knew it.
two weeks later their problems would wors¬
en: They would learn that the following
summer they would be part of a huge decon¬
glomeration. when ICI spun off its pharma¬
ceutical. agrochemical, and specialty-chem¬
ical lines into a company to be named
Zeneca with SlO billion in annual sides. Un¬
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less things turned around last. North Amer¬
ican Ag might not survive the centrifugal
forces whirling through the company.
Woods had a transformational leader’s
worst nightmare: Little room to maneuver,
and doubt where he needed support. He
presided over a traditional functional organ¬
ization whose heads of manufacturing, sales,
and so on were loyal to the departments

they grew up in—sales, for example, was rewarded for volume, not profitability.
Woods's own bosses were unlikely to invest
in his struggling business until they decided
what the new Zeneca would look like.
Going straight into a reorganization
might arouse opposition and would certain¬
ly take time and money, which Woods didn’t
have. In the basement meeting, department
heads were. Woods says, “giving me a lot of
advice like. ’It's those guys over there’ and
'It's not a problem, just an anomaly.’ "
But no one could argue that the division
needed cash, and there Woods found his
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opening. Reaching below the department
heads, he appointed a cross-functional team
of midlevel managers and charged them
with getting working capital under control.
Says Woods: “I ended up putting the middle
level in gear and isolating the executive lev¬
el.” If any senior executives were unhappy,
they had nevertheless been blocked out of
the play: The cash problem had to be solved.
Leaders need air cover. Often they are so
intent on rallying their team that they ne¬
glect their board or their boss. If your super¬
ior is not herself suited up for the game, at
least make sure that she won’t blow the play
dead. Says Steve Kerr, who runs Crotonville,
General Electric’s management develop¬
ment institute: “Get them to let you build
your culture as long as
you meet your numbers.
You go into your boss and
recite his priorities in his
The cotton was
order and make an explic¬
high but the livir
it deal: If I give you your
priorities, will you agree
wasn't easy for
not to cut my legs off?”
Leaders also need fol¬
Bob Woods:
lowers, and with the work¬
ing-capital team. Woods
Without quick
baked his first batch. They
became the model for the
results, Zeneca
larger transformation that
Ag might be gon
began early in 1993 as
Zeneca Ag took apart
with the wind.
every business process
from product develop¬
ment to order fulfillment
■and converted the busi¬
ness from one laid out along product lines to
one structured by customers—com and soy¬
bean farmers, for example. A dozen process
teams—again staffed from the middle of the
organization—soon covered the walls with
charts, like a crew of poster hangers run
amok. It fast became obvious that the new
heroes of the organization were those on the
teams. Says Dean Berry, a senior vice presi¬
dent of Gemini Consulting, which worked
with Woods: “If you’re changing the circus
and changing the clowns at the same time,
that’s a message that the organization hears
loud and clear.” Some of the senior execu¬
tives squawked, but to Woods’s immense
pleasure, more and more joined in. Woods
gave them new jobs, away from their old
functional stomping grounds. He spent his
time—“an unbelievable amount,” he
says—visiting the teams, constantly urging
them on: “Take a chance. Get out of the box.
Don’t give me back what I've got."
Zeneca Ag will enter 1995 with profits up
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hS%, head count down less than 10%, and a
change-hungry leadership team. But, says
Woods, “you don’t know the endpoint,
t -.ough you try to convince people that you
really do know—you have to have faith.
Now we have a huge year, and naysayers are
saying, ‘Why do we have to keep going
through all this?’ But there’s just too much
good news to stop.”
Moral: It is better to tunnel under a brick
wall than to run into it.
MOW RANDY BERGGREN
?0T HIS REST
If utilities used to be sleepy, governmentowned utilities were comatose. These days,
however, utilities face almost as much
change as their quondam comrades-in-com¬
placency, the phone companies: Deregula¬
tion to the right of them, environmental
rules to the left of them, these electric light
brigades charge into the valley of change not
much better prepared than the one Cardi¬
gan led in the Crimea. Says Randy Berggren, general manager of the Eugene (Ore¬
gon) Water & Electric Board, a public utility
with $115 million in revenue last year: “Cir¬
cumstances change faster than we can plan
for them. We have to come to grips with the
fact that we are not in control.”
A soft-spoken, bearded native of South¬
ern California, Berggren, 47, moved up from
the No. 2 position at the EWEB in 1990
when the board forced out his predecessor
and, amid subsequent political hoo-hah, was
itself turned out in a recall election. The util¬
ity had old equipment, needed new fuel
sources because of environmental demands
(this is spotted-owl country), and was riven
by the ouster of the previous boss. One divi¬
sion, which pipes steam heat to buildings in
downtown Eugene, seemed to have begun a
death spiral as the local gas company picked
off customers one by one, forcing EWEB
rates up, causing still more defections.
Berggren’s change agenda was long. To
fund power-generation projects, the utility
needed public approval of a bond issue (and
explained its needs so well that it won 75%
of the vote), then faced the daunting task of
bringing the projects online. To strengthen
ties to customers, employees identified and
began implementing three-score different
improvements in account management
—which in turn required a new information
system, new job descriptions, and a re¬
vamped human resources plan to train em¬
ployees in the technical and interpersonal
skills they would need. All these were nec¬
essary not only to improve service but also to

I Emyohe must have a voice,' but cynics mist be *
of change are those with the most to lose, whicli means they have power. Says William Hudson, chief executive of AMP, the maker of electronic connectors: “They
want to drag you back to their comfort zone.” Hudson handles them by laying
down a few “nonnegotiables”—decisions must be made close to the action, for ex¬
ample; the words “I” and “my” may not be applied to departments. To fill in the
details of his vision, he relies on task forces of executives, scattering the cynics
among them. It happens every time, Hudson says: “The groups say, ‘Doggone it,’
and put the cynics on the spot.” Those who won’t help raise the sails jump ship.

1

■ Without taking his eyes off the horizon, the leader must watch where he steps. This
paradox bedeviled IBM’s Louis Gerstner Jr., when he said, “The last thing IBM
needs right now is a vision.” Nothing cripples an army faster than stony details like
pay policies and information systems; leaders rightly fear niggling distractions. The
solution, says AT&T’s Jerre Stead: “Work backwards from the vision.” Don’t just
preach the vision, manage it: Measure your followers by their concrete progress
toward realizing the vision, and insist that they do the same.
■ Change is scary, but people volunteer for dangerous tasks only when they feel safe.
Leaders and followers both need something to grab onto before they will let go of
their old behavior. When change means job loss, do it fast. Says A1 Dunlap, CEO
of Scott Paper “Who can work in an environment where you say you’re going to re¬
structure over the next three years?” Often people seek safety in work. Use that in¬
stinct: Give them ownership of their work and a clear definition of the results they
are accountable for. Then the new way becomes the safe way.

save money as well. The changes were so
many and so demanding of new skills and
tasks that, for the first time in its 85-year
history, the EWEB in 1993 became the tar¬
get of union organizers.
Berggren’s paradoxical strategy: Instill
change by selling continuity. He says: “My
message was to focus on our work and our
customers, not get dragged off by politics.”
The work itself—and the need to do it bet¬
ter—became a safe place where trust could
grow. Berggren explains: “I think of change
management as providing relationships you
can fall back on when all else fails. Even if
you don’t know what will happen next, you
can trust in the people you’re working with.”
Thus, the EWEB turned back the union by
embracing its concerns in forums that an¬
swered employee questions about manage¬
ment’s intentions, and explained why it
could not guarantee job security. Over and
over Berggren told folks that the need for
transformation was not caused by bad work
(“something wrong with you”) but by the
deregulated business environment—a chal¬

lenge the company would meet precisely be¬
cause it had coped in the past.
Says Maggie Moore, who runs an Oregon
consulting firm called Organization Tech¬
nologies that worked with the utility: “In
change, people want a leader to tell them
what to do, but a transformational leader
can’t do that.” In a fast-moving environ¬
ment, orders (and orderly planning) wonlL?
work; the leader’s job instead is to establish^
a process by which people learn together.'^
That often means admitting ignorance. Says'
Berggren: “I come out and say, ‘I’m con¬
fused and a little scared.’ It isn’t what peo¬
ple want to hear, but I’m not all-knowing.”
If the relationship between leader and fol¬
lowers includes trust and shared values,
then the leader’s vulnerability—Berggren’s
word—actually encourages followers to join
in the task of transformation. “I help people
help me” is how Berggren puts it. They’ve
been helping: Net cash from operations
grew $8.8 million in 1993 over 1992.
They help in another way too. “I get
tired,” Berggren admits—a feeling most
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Iruiislormnlionnl leaders share. “I find il
very hard. I lend In be an introvert. It lakes
energy mil of me to engage people." More
almost than anything else. Jayme Rolls
learned in her studies, change leaders need
confidants—a colleague, consultant, close
friend—with whom they can share doubts,
half-formed ideas, and frustrations. Re¬
markably, Berggren gets that intimate sup¬
port from his staff. He says, “I might tell
them I’m discouraged, I need to hear their
views about what’s not working, and they
say, ‘Okay—but only if we can tell you what

we appreciate about you too.’ That turns
out to be very important."
Moral: If you find it's lonely at the top.
you 're not spending enough time down
among your people.

HOW
S7E.AG GOT PEOPLE’S
•NOSES C’JT 0? THEIR 300KS
“It's different every time," says Jerre
Stead, who should know. Five times the
bright-eyed Iowan. 51. has led a business
transformation—in two divisions of Honey¬
well: at Square 1). the industrial control
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products maker taken over by ('ranee's
C iroupc Schneider in IWI: at AT&T Global
Business Communications Systems; and, for
the past two years, as CEO of Ma Bell's Glo¬
bal Information Solutions. With all that ex¬
perience. Stead says, “1 don't wake up at 3
a.m. feeling afraid. But do I wake up at 3
A.M.? Oh, you bet."
What keeps Stead up nights is the S7.3-billion-in-sales outfit AT&T stitched together
when it bought NCR. merged its own com¬
puter division into it, and added on Teradata, a Silicon Valley maker of massively par¬

cial services, transportation, consumer good¬
manufacturing, telecommunications—am
the public sector. Results so far: Sales pei
employee have jumped to $220,000 (Steal
estimates that in H-P’s comparable lines o:
business it gets $235,000); orders in 1994 an
running 20% ahead of last year; and custom
er satisfaction scores have risen over 30%.
Ask business people why change is hard
and sooner or later—usually sooner—you’ll
hear the word “culture.” Changing corporate
culture, that’s murder. It will rise up and smite
you. Ask Jerre Stead, and you’ll hear “Culture
is overused. What’s really involved is a basic
change in the things you do as a company.”
Early in his tenure at Square D, Stead trashed
two fat books of policies and replaced them
with just 11 important ones—covering, forexample, rules for capital spending. He did the
same at GIS. Says Stead: “Those rules, aimed
at 1% of employees, hand¬
cuff the other 99%. No¬
body can do all that stuff in
AT&T’s Jerre
the book, so people end up
following just one unoffi¬
Stead has bar
cial objective: Keep the
boss happy.” Get rid of the
had time to ca
rules and they can focus on
keeping customers happy.
his breath: He
Rather than rulebooks,
Stead relies on results
now leading th
and rewards. At GIS, all
objectives must clearly
fifth business
link to key results: cus¬
transformation
tomer or shareholder sat¬
isfaction and profitable
his career.
- growth. Then, he says, “I
make sure the reward sys¬
tem changes to support
the key results. Ninety
percent of what people call cultural conflicts
exist because of conflicts in measures and
rewards.” Even middle managers, who often
have little money and few promotions to dis¬
pense, have plenty they can give, Stead
points out: “Attaboys, letters, notes, trips,
cash—really pound out rewards.”
allel computers—three far-flung unequal
Compared with transactional leadership,
partners from the fastest-changing sector of
the job of leading transformation is, Stead
the world economy.
finds, intensely interpersonal: “It’s not like
Worse, in the markets GIS targets, its
Moses going up the mountain and hearing
chief foe is Hewlett-Packard, a company that
God talk and getting a vision. It’s us as a
can’t seem to put a foot wrong these days.
people. If you fall in the Moses trap, you
When Stead joined GIS. it booked $130,000
won't get the change.” Consultant Rolls
in sales per employee. Since then, the com¬
agrees: “Transformational leaders have an
pany has cut staff 20'-/'.. Stead has also reor¬ | unusually intimate relationship with suborganized. assembling cross-functional teams 1 dinates. They bring along each person, one
—several hundred of them—that sell to, ser- * by one, with compassion and patience.”
\ ice. and support specific customers. He has ' Patience? Barry Spiker of the Mercer
focused on five industries—retailing, finan¬
Management consulting Firm knew Stead
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Undiscovered Excellence
when both worked at Honeywell and says,
-Jerre’s a wonderful guy, but he’s not a pa:: -nt guy.” Yet Stead refers to his direct re.->■ rts as “the 16 people I support” (not who
support him) and describes an extra meas¬
ure of forgiveness for followers who struggle
to learn new ways of behaving: “My philos¬
ophy is ‘Coach. Coach. Coach. Change.’ ”
That’s four strikes before you’re out.
A leader who worries too much about cul¬
ture runs the risk of merely clothing old
problems in slinky new buzzwords. “Get
uack to the outside world,” urges Stead, who
pends three days a week on the road talking
to customers and employees. GIS constantly
benchmarks itself against rivals and surveys
customers (turning the results into a meas¬
ure of “customer delight” on a scale of one
to seven). Vision, trust, rewards, compas¬
sion—all the indispensable tools of transfor¬
mational leadership—cannot carve the Pieta
out of the marble unless they’re hammered
home by facts about what’s going on beyond
.he organization’s boundaries.
Moral: Look OUT.

T

HESE ARE very unusual people,”
says Robert J. House, a professor at
the Wharton School of Management
who has spent a decade and a half studying
corporate and political leaders. House cites
four behaviors common to transformational
leaders. First is a vision of a better future—a
future to which the group has a right and of
which it can be proud. Without this moral di¬
mension, House finds, “vision might get you
incremental change, but not radical change.”
Second, transformational leaders usually
have proved the courage of their convictions
through self-sacrifice—not just by working
long hours, say, but by working for a dollar
a year, as Lee Iacocca did when he came to
Chrysler. Many of democracy’s political he¬
roes—Mahatma Gandhi, Martin Luther
King Jr.—spent time in jail (though this is
not recommended for officers of publicly
held corporations). Third, they have great
confidence in their followers—and high
standards: “This is a tough job and I know
you can do it” is an article of faith.
Last, in House’s view, transformational
leaders don’t pursue money or power
i though these may come their way) but are
instead “driven by the satisfaction of build¬
ing the organization, seeing people develop,
and accomplishing things through others.”
Charisma alone won’t cany far. The best
leaders don’t sell their vision; they help oth¬
ers buy it. Their strength lies not in their
leadership, but in their followers.
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SUBJECT-OBJECT WORKSHOP
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(617) 495-1963

September 25,

1995

Phyl1 is Benay
R.R.l, 1 Overlook Drive
Brattleboro, Vermont 05301

Dear Phyllis,
This letter is to certify that as a reliable scorer, I scored eight SubjectObject interviews conducted by you for your dissertation.
We discussed each
score and any discrepancies and came to an agreement on all scores.
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This study is being conducted to fulfill the requirements for a doctoral degree in
education from the University of Massachusetts, Amherst. Please carefully read
the following information.
CONSENT FOR VOLUNTARY PARTICIPATION
I voluntarily agree to participate in this study and understand the following
components:
1. I will be participating in a study about leadership and how leaders arrive at a
particular style of management and a specific way of making meaning of
their role in the workplace.
2. I understand that in the course of this research, Phyllis Benay will be
interviewing me about the issue of leadership as I understand it, will be
observing me at work during specific, agreed-upon times, and will asking
me to complete three cognitive assessments.
3. I understand that I have the right to know the results of these protocols as
well as an adequate explanation about each of the tests involved: the
Defining Issues Tests, the subject-object interview, and the self-knowledge
protocol.
4. Some of the material will be tape recorded for the sole purpose of facilitating
data analysis and for no other reason.
5. My name will not be used, nor will I be identified personally in any way or at
any time. The name of the organization will also be changed, as well as the
geographic location.
6. I can participate or withdraw from part or all of this study at any time
without prejudice.
7. I have the right to review material prior to the final oral exam or dissertation
publication.
8. I realize that the results of this work will be included in Phyllis Benay's
doctoral dissertation and may also be used for further publication.
9. Because I will be one of several managers in my organization participating in
this study, I realize that I may be identified as such by other members of the
company.
10.1 understand that Phyllis Benay is undertaking this project with the full
knowledge and consent of the company's CEO.

Participant Signature

Date

Researcher Signature

Date
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Dear Participants:
Attached is a copy of the Multifactor Leadership Questionnaire which is
typically used for providing a more complete description of leadership. That
is the topic that I am working on as a doctoral student at the University of
Massachusetts, Amherst; my research is about how leaders choose their
particular style and make sense of their roles in the workplace. From your
responses to this questionnaire, I will be able to choose a few managers to
interview and observe at (Name of company!_ Before beginning the
questionnaire, it is very important that you read through the following
information:
•

First of all, this questionnaire should be anonymous. Please, do not sign
your name or department. These responses will be seen only by me and
will not be connected to you in any way.

•

Your participation is completely voluntary.

•

If you would like to withdraw at any time, you are free to do so. If that is
the case, please return the questionnaire to me rather than destroy it.

•

It should take approximately 45 minutes to complete.

•

If you have any questions at all, please feel free to contact me at (802) 2546214.

I truly appreciate your help and cooperation in this study;
(Name of
Companvl
feels this work will be useful for the entire organization and the
prospects are exciting to me both personally and professionally.

Sincerely,
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